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PREFACE 

This  book  is  the  result  of  many  years  of  experiment  in  teaching 
the  subject  of  Labor  Problems  in  Yale  College.  Any  attempt  to 
cover  this  subject  in  a  single  comprehensive  course  of  study  pre¬ 
sents  a  textbook  problem  of  unusual  difficulty.  The  field  is  a  broad 
one,  including  many  groups  of  problems  which  are  more  or  less 
distinct  from  each  other  and  more  or  less  technical  in  character. 
During  recent  years,  materials  dealing  with  these  special  phases 
of  the  subject  have  multiplied  rapidly,  but  chiefly  in  the  form  of 
technical  monographs  of  limited  scope  which  cannot  be  used  as 
texts.  The  manuals  which  attempt  to  cover  the  entire  field  are 
too  often  superficial  in  many  parts  and  leave  important  phases  of 
the  subject  untouched.  This  book  has  been  prepared  in  the  be¬ 
lief  that  other  teachers,  like  the  authors,  have  found  the  existing 
materials  unsatisfactory  for  classroom  use. 

The  basis  of  this  book  is  a  collection  of  readings  from  the  mono¬ 
graphs  which  deal  with  special  branches  of  the  subject.  It  is  the 
conviction  of  the  authors  that  this  material  should  be  presented 
to  the  students  since  it  represents  the  best  work  of  technical  ex¬ 
perts.  But  in  its  present  form  it  is  not  available  for  this  purpose. 
Accordingly,  the  authors  have  attempted,  through  careful  selec¬ 
tion  and  editing,  to  bring  its  most  useful  parts  together  in  com¬ 
pact  form  within  the  space  of  a  single  volume. 

The  book  should  be  viewed,  however,  not  as  a  collection  of  iso¬ 
lated  excerpts  from  other  writers,  but  as  a  textbook  developing 
a  continuous  and  connected  course  of  study.  All  teachers  are 
familiar  with  the  faults  of  the  ordinary  collection  of  readings.  It 
is  too  often  scrappy  and  disjointed,  confusing  the  student  and 
leaving  no  coherent  impression  upon  his  mind.  In  this  book,  an 
effort  has  been  made  to  avoid  these  errors.  In  the  first  place,  the 
selections  are  all  of  considerable  length,  each  a  complete  study  in 
itself,  and  none  duplicates  of  others.  In  many  cases,  a  single  se¬ 
lection  will  suffice  for  an  ordinary  class  assignment.  Where  this 
is  not  true,  the  readings  have  been  grouped  together  so  that  a 
given  subject  may  be  covered  by  a  continuous  series  of  selections. 
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In  the  second  place,  a  large  part  of  the  book  has  been  written  by 
the  editors  for  the  purpose  of  filling  gaps  in  the  available  materi¬ 
als  and  of  welding  the  entire  collection  into  a  consistent  whole. 
Finally,  the  collection  has  been  assembled  in  logical  order  de¬ 
signed  to  carry  the  student  through  a  progressive  course  of  study 
until  the  entire  field  has  been  covered.  In  this  way  it  is  hoped 
that  the  book  may  possess  the  merit  of  containing  the  best 
thought  of  the  authorities  in  the  various  technical  phases  of  the 
subject  without  sacrificing  the  continuity  and  coherence  essential 
to  a  successful  textbook. 

No  claim  is  made  that  the  authors  have  contributed  anything 
new  on  the  subject  of  Labor  Problems.  Their  task  has  been  only 
that  of  making  available  what  is  already  known.  Before  publica¬ 
tion  the  materials  comprised  in  this  book  were  used  for  two  years 
in  mimeographed  form  in  the  classroom  at  Yale.  The  present 
content  and  arrangement  are  the  result  of  these  experiments. 
All  things  considered,  the  authors  are  convinced  that,  both  in 
subject-matter  and  in  arrangement,  the  volume  serves  adequately 
the  needs  of  the  student  in  general  courses  of  study  in  Labor 
Problems.  It  is  published  in  the  hope  that  other  teachers  will 
find  it  equally  useful. 

Edgar  S.  Furniss 

Lawrence  R.  Guild 
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EDITOR’S  INTRODUCTION 


Professor  Furniss’s  book  really  needs  no  introduction.  It  car¬ 
ries  its  own  credentials.  Teachers  of  economics  will  be  quick  to 
appreciate  the  judgment  and  skill  with  which  it  has  been  put 
together. 

Books  of  selected  readings  have  come  to  be  important  adjuncts 
of  the  teaching  of  the  social  sciences.  They  have  one  outstanding 
advantage :  they  convey  a  just  impression  of  the  diversity  of  opin¬ 
ions,  the  opposition  of  interests,  the  range  of  concrete  problems, 
which  characterize  this  field  of  study  and  inquiry.  Furthermore, 
with  classes  as  large  as  they  have  come  to  be  in  many  American 
colleges,  it  is  difficult,  often  impossible,  to  give  every  individual 
student  convenient  access  to  all  of  the  separate  books  which  he 
ought  to  consult.  The  book  of  readings  is  a  practicable  and  con¬ 
venient  partial  substitute. 

Economic  problems,  however,  have  their  unity  as  well  as  their 
diversity.  There  is  no  mastery  of  them  except  as  they  can  be 
seen  in  their  relations  and  brought  together  into  a  consistent  and 
manageable  body  of  knowledge.  A  defect  of  some  books  of  read¬ 
ings  has  been  that  they  have  emphasized  diversity  at  the  expense 
of  unity.  A  collection  of  short  excerpts,  each  torn  from  its  own 
context,  provides  neither  an  alluring  nor  a  profitable  introduction 
to  economic  studies.  A  scrapbook  is  not  a  book. 

The  present  volume  is  not  a  scrapbook.  True,  Professor 
Furniss  has  brought  together  a  generous  measure  of  excerpts, 
judiciously  selected  and  skillfully  arranged.  But  these,  one 
might  say,  are  no  more  than  the  building  materials  which  have 
gone  into  a  structure  of  which  he  is  the  architect.  The  sections 
that  his  own  pen  has  furnished  are  not  merely  supplementary  ma¬ 
terial,  designed  to  fill  up  gaps.  They  bind  the  other  materials  to¬ 
gether,  so  that  the  whole  book  has  continuity  and  unity. 

The  unity  thus  achieved,  the  reader  will  find,  is  in  no  way  artifi¬ 
cial.  The  book  begins  by  describing  and  defining  a  problem.  Its 
successive  chapters  are  concerned  with  the  unfolding  of  the  vari¬ 
ous  aspects  of  that  problem.  Nowhere  do  the  advantages  of  this 
method  of  approach  appear  more  clearly  than  in  the  study  of  the 
particular  problem,  or  related  group  of  problems,  with  which 
Professor  Furniss  deals.  Some  economic  problems,  one  may  sur¬ 
mise,  could  be  brought  to  a  solution  if  all  the  pertinent  facts  were 
available  and  if  correct  reasoning  could  be  assured.  Not  so  with 
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the  labor  problem.  It  calls,  of  course,  for  adequate  information 
and  for  clear  thinking.  But  it  calls  also  for  understanding. 

Unfortunately,  outside  of  the  ranks  of  the  special  students  of 
the  labor  problem  and  of  men  who  are  in  close  personal  touch  with 
the  labor  movement,  any  adequate  comprehension  or  sympathetic 
understanding  of  the  realities  of  that  problem  is  rare.  Professor 
Furniss’s  book  is  so  planned  as  to  give  insight  as  well  as  know¬ 
ledge. 


Allyn  A.  Young 
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CHAPTER  I 

THE  BACKGROUND  OF  THE  LABOR  PROBLEM 

The  Labor  Problem.  When  we  speak  of  The  Labor  Problem,  we 
have  in  mind  a  case  of  serious  maladjustment  which  has  developed 
in  our  industrial  order.  The  desires,  the  policies,  the  mores  of  a 
large  mass  of  the  members  of  society  are  in  conflict  with  certain 
basic  institutions  of  society’s  economic  structure.  In  the  form  of 
movements  with  conscious  purposes,  or  of  the  irrational  reactions 
of  individuals,  pressure  is  brought  to  bear  upon  these  institutions. 
Conservative  forces  in  society  rally  to  their  defense.  Out  of  this 
develops  a  conflict  which  affects  a  wide  range  of  economic  activ¬ 
ities  and  personal  relationships.  The  future  evolution  of  our 
economic  institutions  will  be  greatly  affected  by  the  outcome  of 
this  conflict.  And  in  the  meantime,  the  friction,  bitterness  and 
waste  energy  resulting  from  this  disharmony  reduces  the  efficiency 
of  the  industrial  system  and  affects  the  economic  welfare  of  all 
members  of  society.  The  chief  purpose  of  the  collection  of 
materials  contained  in  this  book  is  to  set  forth  the  causes,  present 
tendencies,  and  probable  future  results  of  this  great  problem  of 
maladjustment. 

Labor  problems.  Back  of  this  major  social  problem,  however, 
lies  a  complex  of  forces  commonly  called  “labor  problems.” 
These  are  life  problems  of  the  individual  worker  —  hazards, 
menaces,  unpalatable  conditions  of  life  brought  to  bear  upon  him 
as  a  consequence  of  his  position  as  a  wage-earner.  Unemploy¬ 
ment,  low  wages,  hazardous  conditions  of  employment,  exhaust¬ 
ing  hours,  the  labor  of  women  and  children  may  be  cited  as 
examples.  Each  of  these  problems  arises  from  causes  peculiar  to 
itself,  exerts  its  own  peculiar  effect  upon  the  wage-earner,  and, 
therefore,  constitutes  a  special  field  of  study.  A  preliminary 
study  of  these  specific  problems  is  indispensable  to  an  understand¬ 
ing  of  the  broader  social  aspects  of  the  industrial  conflict;  for  it  is 
in  reaction  against  their  influences  upon  his  life  that  the  worker 
adopts  practices  which  place  him  in  opposition  to  a  social  order 
founded  on  the  institutions  of  private  property  and  individual 
enterprise. 

The  propertyless  wage-earner  is  born  to  a  life  beset  by  many 
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evil  forces  whose  causes  he  does  not  understand  and  whose  con¬ 
sequences  he  is,  in  general  —  especially  if  unaided  by  organized 
social  support  - —  powerless  to  escape.  Even  if  he  is  so  fortunate 
as  to  escape  the  most  devastating  of  these  menaces,  the  monotony 
and  dreariness  of  his  work  may  condemn  him  to  a  life  from  which 
he  can  draw  no  contentment.  To  the  drabness  of  his  labor  is 
added  an  oppressive  feeling  of  insecurity.  Dependent  for  his 
existence  upon  his  success  in  obtaining  and  retaining  a  job,  he  has 
neither  the  power  of  self-employment  nor  a  guarantee  of  employ¬ 
ment  for  others.  In  the  case  of  many  occupations,  mutilation, 
sickness,  sudden  death  are  a  commonplace  experience  of  his  group 

—  by-products  of  machine  industry.  Labor  spent  under  such 
conditions  can  return  no  psychical  or  spiritual  rewards  in  partial 
compensation  for  the  costs  involved.  The  reward  of  the  wage- 
earner  consists  solely  in  his  wages ;  and  these,  in  too  many  cases, 
are  merely  sufficient  to  maintain  his  family  above  the  poverty  line 
of  existence. 

Modern  competitive  society  creates  these  problems  for  the 
propertyless  worker,  but  makes  little  organized  effort  to  lighten 
their  effects  upon  him.  Their  solution  is  left  to  his  own  ingenuity. 
It  is  natural,  therefore,  that  these  facts  of  experience  should  con¬ 
stitute  the  determining  forces  shaping  the  worker’s  outlook  on 
life,  and  his  attitude  toward  his  social  environment. 

It  is  the  attempt  of  the  great  mass  of  industrial  workers  to 
guard  against  the  hazards  of  life  and  to  open  up  avenues  of  escape 
from  the  dreariness  and  misery  of  their  lot  that  creates  the  con¬ 
flict  within  society  known  as  ‘  The  Labor  Problem.’  The  problem 
assumes  many  different  aspects  according  to  the  standpoint  from 
which  it  is  viewed.  To  the  employer  it  is  evident  in  the  disposi¬ 
tion  of  his  labor  force  to  shirk  and  soldier  on  the  job,  to  render 
inefficient  service,  to  waste  time,  materials,  equipment.  The 
lawyer  sees  it  in  the  tendency  among  common  men  to  flout  the 
law  and  the  courts  when  they  touch  upon  the  relations  of  em¬ 
ployee  to  employer;  and  to  challenge  the  right  of  certain  of  our 
most  honored  judicial  institutions  —  e.g.,  the  Supreme  Court  — 
to  exist.  The  general  public  cannot  disregard  it  in  these  days  of 
nation-wide  strikes  in  essential  industries.  To  the  student  of 
society  these  phenomena  are  manifestations  of  a  single  condition 

—  a  serious  maladjustment  within  our  order.  Our  institutions  of 
contract,  free  competition,  property  rights  are  working  badly 
because  the  mass  of  mankind  upon  whom  their  functioning  de¬ 
pends  either  refuses  outright  to  accept  them,  or  else  works  them 
in  such  a  spirit  of  resentment  and  antagonism  that  their  function¬ 
ing  is  crippled. 
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When  we  search  for  the  roots  of  the  modem  labor  problem  we 
are  led  back  to  the  Industrial  Revolution  out  of  which  sprang  our 
industrial  order.  The  typical  economic  institution  of  to-day  is 
the  factory.  The  life  of  the  typical  wage-earner  is  confined 
within  the  walls  of  the  factory  and  subjected  to  its  discipline. 
Therefore,  we  may  well  begin  our  study  of  the  labor  problem 
with  the  following  summary  of  the  effects  of  the  modern  factory 
system  in  the  words  of  an  able  student  of  the  subject.1 

The  Social  Revolution.  The  rise  of  the  factory  was  coincident 
with  a  political  and  social  revolution.  In  attempting  to  estimate 
the  effects  of  mechanical  industry  upon  the  well-being  of  workers, 
it  is  accordingly  necessary  to  distinguish  between  these  two  in¬ 
fluences.  It  is  manifestly  impossible  to  say  what  might  have 
happened  to  workers  had  water-power  and  the  energy  of  steam 
never  been  harnessed  to  machines,  but  it  is  entirely  clear  that 
even  prior  to  the  invention  of  the  basic  machines  which  served  to 
create  the  beginnings  of  the  factory  age  the  position  of  wage¬ 
workers  in  society  had  begun  to  be  altered.  Political  and  social 
tendencies  were  conspicuous,  even  though  they  had  not  already 
borne  their  full  fruit  when  the  first  factories  were  built.  These 
liberating  political  and  social  movements  followed  the  logic  of 
their  own  nature  in  spite  of  the  sometimes  conflicting  influences 
generated  by  the  new  industrial  system.  The  position  of  workers 
to-day  is  consequently  the  resultant  of  these  diverse  forces. 

Artisans,  mechanics,  and  laborers  were  largely  unfree  when  the 
foundations  of  the  first  factories  were  being  dug.  No  wage- 
earner,  unless  he  was  also  a  property-owner,  could  vote.  South  of 
Mason  and  Dixon’s  line  artisans  were  slaves  or  indentured  serv¬ 
ants.  In  Pennsylvania  much  work  was  done  by  the  so-called 
redemptioners,  the  German  immigrants  who  paid  for  their  passage 
overseas  by  giving  four  years’  labor  or  more  to  employers  who 
advanced  the  funds  required  for  emigration.  Industrially  the 
United  States  was  half  slave  and  half  free  at  the  end  of  the  eight¬ 
eenth  century,  and  the  first  President  of  the  new  nation  was 
himself  the  master  of  an  establishment  where  under  the  ancient 
handicraft  system  cloth  was  fabricated  by  bondswomen.  Artisans 
of  various  crafts  were  offered  for  sale,  the  black  men  as  slaves  and 

1  From  Industry  and  Human  Welfare,  by  W.  L.  Chenery.  Copyright  by  The 
Macmillan  Company.  Reprinted  by  permission 
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the  white  as  indentured  servants.  The  unfree  worker  who  quit 
his  appointed  tasks  could  be  disciplined,  and  the  man  who  ran 
away  might  be  arrested  and  returned.  The  free  workers  of  the 
Northern  States  were  not  represented  politically  and,  if  one  may 
judge  by  the  expressions  of  members  of  Congress  and  of  delegates 
to  constitutional  conventions  where  suffrage  was  being  consid¬ 
ered,  they  were  not  highly  regarded.  The  social  and  political 
status  of  workers  has  been  revolutionized.  Universal  manhood 
and  womanhood  suffrage  obtain  and  while  in  practice  casual 
laborers  and  negroes  are  often  deprived  of  the  vote,  race  and  a 
wandering  life,  rather  than  caste  or  property  distinctions,  main¬ 
tain  the  barriers. 

In  the  North  the  first  manufacturers  were  often  artisans  who 
with  money  loaned  by  merchants  or  farmers  were  able  to  begin 
business  in  a  small  way.  Reporting  for  Connecticut  in  1832, 
H.  L.  Ellsworth,  for  example,  informed  Louis  McLane,  Secretary 
of  the  Treasury,  that  “many  of  the  manufactories  are  small  and 
carried  on  by  the  owner  and  his  family,  with  little  additional 
help.”  The  figures  submitted  by  Mr.  Ellsworth  substantiated 
this  statement.  Establishments  employing  three,  four,  five  and 
six  operatives  were  characteristic.  In  the  North,  merchants  in 
the  larger  towns  were  the  chief  possessors  of  wealth.  The  rise  of 
factories  created  a  new  and  property-holding  class,  who  in  time 
were  to  dispute  the  supremacy  of  the  merchants.  The  artisans 
who  became  the  proprietors  and  managers  of  factories  were  obvi¬ 
ously  enormously  bettered  by  the  mechanical  revolution  but  it  is 
not  with  the  well-being  of  those  who  rose  to  affluence  that  society 
is  now  chiefly  concerned. 

The  fortunes  of  the  men  and  women  who  did  not  emerge,  and 
who  in  the  mass  have  no  prospect  of  emerging,  are  immediately 
significant.  Not  only,  however,  do  the  artisans  and  laborers  of 
to-day  enjoy  political  and  social  rights  which  were  denied  their 
forefathers,  but  also  for  them  education  has  become  general.  A 
hundred  years  ago  workers  yearned  vainly  for  the  dignifying 
influence  of  a  system  of  public  schools.  To-day  attendance  at 
school  is  compulsory,  and  certainly  in  the  larger  cities  the  oppor¬ 
tunity  for  education  is  all  but  universal.  The  laborer  of  to-day 
thus  not  only  exercises  political  privileges  which  were  denied  his 
predecessors  four  generations  ago,  but  also  through  education  he 
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has  been  assisted  in  utilizing  more  intelligently  the  political  oppor¬ 
tunity  accorded  him.  In  saying  this  one  does  not  forget  the  con¬ 
fusions  and  imperfections  of  the  political  and  educational  systems 
which  have  been  created.  Each  falls  far  short  of  the  desires  of 
generous  men  and  women,  but  each  marks  a  vast  advance  over 
what  existed  at  the  beginnings  of  the  factory  age,  and  each  has 
had  a  potent  influence  in  determining  the  status  of  workers.  In 
truth,  it  may  be  added  that,  with  all  their  defects,  the  public 
schools  and  the  democratic  political  system  occasion  much  of  the 
hope  of  the  present.  In  them  lies  the  inspiration  and  the  avenue 
to  release  from  unredressed  evils.  These  gains,  however,  are 
mainly  attributable  to  the  political  tendencies  which  exploded  in 
the  American  and  French  revolutions.  Had  there  never  been  a 
factory  system,  it  is  possible  that  manhood,  if  not  womanhood, 
suffrage  would  have  been  established,  and  even  popular  education 
might  have  come.  Such  a  leader  as  Thomas  Jefferson  was  an 
advocate  of  these  things.  But  how  did  industry  itself  affect  the 
position  of  those  workers  who  continued  to  be  laborers  and 
artisans? 

The  factory  system.  In  general  it  is  fair  to  say  that  the  factory 
system  has  depressed  the  economic  status  of  artisans  and  elevated 
the  position  of  laborers.  The  experiences  of  the  shoemakers  or  of 
the  iron  molders  illustrate  this.  The  extension  of  markets  and 
the  gradual  adoption  of  machinery  both  tended  to  degrade  the 
quality  of  the  work  done  by  journeymen  cobblers.  Prices  were 
reduced  in  a  competitive  market  and  artisans  found  themselves  in 
an  impossible  rivalry  with  factory-made  goods  and  with  the 
products  of  semi-skilled  workers  who  were  able  and  willing  to  live 
at  a  lower  standard.  Machinery  hastened  the  process  of  sub¬ 
stituting  laborers  for  artisans.  This  has  been  accomplished  un¬ 
equally  and  at  various  times  in  different  industries.  As  late  as 
1851  all  labor  on  shoemaking  was  handwork.  The  McKay  sole¬ 
sewing  machine,  introduced  in  1862,  however,  did  in  one  hour 
what  the  journeyman  had  required  eighty  hours  to  accomplish. 
At  a  stroke  the  skill  of  the  shoemaker  for  manufacturing  purposes 
was  rendered  obsolete.  The  spectacular  development  of  the  labor 
organization  known  as  the  Knights  of  St.  Crispin,  following  the 
Civil  War,  was  the  protest  of  these  craftsmen  against  the  loss  of  a 
market  for  their  skill,  the  substitution  of  laborers  for  craftsmen. 
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and  the  consequent  reduction  of  wages.  The  artisan  able  to  per* 
form  all  the  operations  of  his  craft  has  tended  to  disappear  in 
many  trades.  Shoe  factories  ultimately  divided  the  cobbler’s 
work  into  many  operations.  Yet  the  manufacturing  system 
itself  created  a  demand  for  a  new  kind  of  skill.  Specialized  opera¬ 
tions,  such,  for  instance,  as  cutting,  require  an  expertness  in  a 
limited  field  scarcely  attained  by  the  general  workers  of  the 
handicraft  days.  The  iron  molders  are  an  example  of  belated 
transfer  from  a  handicraft  to  a  machine  basis  of  operation.  The 
long  and  bitter  struggle  between  the  Iron  Molders’  Union  and  the 
National  Founders’  Association  arose  over  the  question  of  the 
installation  of  machinery  and  the  resultant  wage  changes. 

With  a  few  exceptions,  such  as  printers,  artisans  whose  trades 
have  been  revolutionized  by  the  invention  of  machines  have  been 
unable  to  maintain  their  relative  position  in  the  industrial  com¬ 
munity.  It  is  indeed  a  curious  and  significant  fact  that  the 
craftsmen  of  to-day  are  very  largely  men  whose  trades  have  not 
been  seriously  affected  by  the  introduction  of  machinery,  and  that 
these  handicraft  workers  compose  the  backbone  of  organized 
labor.  The  building  trades  workers  have  nearly  the  same  skill  as 
that  attained  by  their  forefathers,  and  the  building  trades  workers 
are  the  most  powerfully  unionized.  Other  groups  which  have 
obtained  great  power  are  chiefly  those  who  under  machine  condi¬ 
tions  have  still  been  able  to  acquire  skill.  The  railroad  brother¬ 
hoods  are  among  the  most  potent  labor  organizations  in  the 
country.  The  strength  of  the  railroad  unions  is  to  be  found  in  the 
fact  that  locomotive  engineers  and  trainmen  are  possessed  of  a 
peculiar  skill  which  is  not  quickly  imparted  and  which  is  not 
widely  distributed.  The  miners  are  another  instance  of  men 
securing  skill  and  solidarity  under  new  conditions.  The  clothing 
makers  have  completed  a  cycle.  Tailors  originally  ranked  in  the 
aristocracy  of  artisanship.  The  introduction  of  machine  methods 
and  the  extension  of  the  competitive  market  made  conditions 
worse  for  the  workers,  who  largely  lost  their  skill  as  journeymen 
to  become  specialists  in  particular  operations.  Trade  union 
organization  has  in  their  case  very  recently  restored  much  of  the 
dignity  and  of  the  economic  advantage  which  belonged  to  journey¬ 
man  tailors.  The  textile  industries,  which  first  felt  the  influence 
of  the  factory  system,  show  from  the  standpoint  of  craftsmanship 
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as  well  as  from  that  of  reward  a  striking  degradation  of  labor. 
The  workers  in  the  cotton  and  woolen  and  silk  mills  have  never 
been  able  to  effect  a  powerful  organization  for  their  own  protec¬ 
tion.  New  groups  of  workers  have  successively  invaded  this  field. 
The  skilled  workers  who  first  as  craftsmen  and  afterwards  as 
machine  tenders  were  displaced  by  immigrants  and  others  willing 
to  work  for  lower  wages  suffered  seriously  by  this  change.  Yet 
both  for  the  daughters  of  American  farmers  who  were  attracted  to 
the  early  mills  and  for  the  peasants  of  Europe  who  were  subse¬ 
quently  drawn  into  the  textile  factories,  the  shift  in  the  basis  of 
the  industry  from  a  hand  to  power-machine  process  meant  an 
advance.  Again  and  again  this  contrast  is  found.  Journeyman 
artisans  were  injured  by  machinery,  while  laborers  were  lifted  to  a 
higher  level  of  living  when  they  were  drawn  into  new  work.  The 
reluctance  of  skilled  workers  to  submit  to  changes  which  implied 
the  sacrifice  of  the  cunning  of  their  hands  as  well  as  losses  in 
income  has  been  one  of  the  tragic  phases  of  the  industrial  revolu¬ 
tion.  It  has  been  a  struggle  in  the  main  to  preserve  status,  and 
it  has  been  a  losing  struggle.  Old  values  were  ruthlessly  de¬ 
stroyed  and  those  who  suffered  saw  for  themselves  too  often  no 
compensation. 

Men  and  women  became  machine  tenders.  Impersonal  motors 
determined  the  speed  of  human  effort.  The  leisurely  quality  of 
handwork  was  lost.  Specialization  at  endlessly  repetitive  tasks 
performed  at  a  high  speed  injected  a  new  factor  into  the  toil  of 
men  and  women.  Repetition  of  a  single  process  eliminated  the 
joy  of  the  worker  who  has  a  sense  of  creation  in  his  work.  For 
most  machine  tenders  the  craftsman’s  pleasure  of  performance 
does  not  exist.  Some  trade  union  leaders  and  some  manufac¬ 
turers,  however,  now  regard  the  matter  without  misgivings. 
They  assert  that  repetitious  work  can  never  be  rendered  truly 
interesting.  Happiness,  accordingly,  must  be  found  outside  of 
work.  Consequently,  they  contend  that  hours  should  be  short¬ 
ened  so  that  leisure  may  exist,  and  wages  should  be  raised  so  that 
leisure  may  be  enjoyed.  That  idea  is  in  itself  a  child  of  the 
machine  age.  So  far  as  men  can  now  see  there  is  in  truth  no 
prospect  of  a  change  from  repetitious  labor.  The  most  produc¬ 
tive  factories  are  those  in  which  standardization  is  furthest  ad¬ 
vanced.  Such  was  the  experience  of  the  World  War,  during 
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which  much  progress  was  made  toward  placing  industry  more 
completely  on  a  foundation  of  machinery.  With  mechanical 
processes  the  United  States  can  now  produce  more  than  it  can 
consume,  as  was  shown  during  1918,  but  with  a  return  to  manual 
production  it  would  be  impossible  to  provide  for  the  necessities  of 
the  population.  It  is  improbable  that  the  kind  of  pleasure  in 
work  of  which  William  Morris  was  the  prophet  can  ever  be 
restored  in  factories  where  men  and  women  spend  their  days  and 
nights  in  the  continual  repetition  of  a  single  set  of  operations. 
The  normal  human  mind  is  wearied  by  monotony.  Hence  it  is 
true  that  relief  and  recreation,  as  well  as  rest,  must  be  had  beyond 
the  working  hours. 

From  this  standpoint  it  can  hardly  be  argued  that  the  factory 
system  has  brought  joy  or  dignity  to  workers.  The  hours  of  labor 
were  longer  before  machinery  imitated  the  deftness  of  human 
hands,  and  many  tasks  had  almost  infinitely  to  be  repeated  from 
the  days  when  galley  slaves  propelled  the  vessels  of  their  con¬ 
querors.  But  the  impersonal  beat  of  machinery  has  made  de¬ 
mands,  never  before  approximated,  upon  the  men  and  women 
who  serve  it.  In  the  textile  industry,  for  example,  the  rate  of 
production  is  determined  by  the  speed  of  machines.  It  is  im¬ 
possible  for  the  workers  tending  the  separate  operations  to  influ¬ 
ence  the  rate.  Human  beings  are  subordinated  not  immediately 
to  the  will  of  other  men  —  although,  of  course,  some  human  will 
decides  the  rate  at  which  the  engines  move  but  to  the  motion  of 
machinery.  That  this  has  deleterious  effects  on  the  body  as  well 
as  upon  the  spirit  of  man  seems  probable  from  the  researches  of 
Philip  Sargent  Florence  and  others  for  the  United  States  Public 
Health  Service.  The  rhythm  of  such  machines  as  lathes  in 
certain  operations  appears,  furthermore,  to  drive  workers  onward 
regardless  of  the  accumulating  poisons  of  fatigue,  and  regardless 
even  of  their  ability  in  some  such  cases  to  alter  the  speed  of  the 
machine. 

Corporate  enterprise.  Not  less  influential  than  power  ma¬ 
chinery  itself  in  affecting  the  status  of  workers  has  been  the 
corporate  form  of  organization  which  industry,  trade  and  trans¬ 
portation  have  taken.  In  1830,  when  the  factory  system  was 
well  established,  industry  seems  principally  to  have  been  in  the 
hands  of  individual  owners  whose  establishments  were  small. 
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Certain  Lynn  shoe  manufacturers  reported  in  1832  that  their  real 
estate  and  buildings  varied  in  value  from  $200  to  $2000.  Fac¬ 
tories  with  only  two  or  three  employees  were  common.  An 
establishment  with  a  hundred  workers  was  large.  In  such  cir¬ 
cumstances  the  relationship  between  the  manufacturer  and  his 
employees  was  similar  to  that  which  subsisted  between  the  old 
master  workman  and  his  journeymen.  The  enactment  of  legisla¬ 
tion  designed  to  facilitate  the  growth  of  corporations  tended  to 
destroy  this  relationship.  The  corporation,  and  later  the  trust, 
created  a  new  industrial  environment,  which  influenced  power¬ 
fully  the  position  of  workers.  In  the  report  to  Secretary  McLane 
in  1832,  the  accounts  of  ninety  Pennsylvania  iron  manufactories 
are  listed.  Altogether  they  represented  an  investment  of  $3,200,- 
000.  The  United  States  Steel  Corporation  alone  was  valued  at 
$2,430,546,962.56  on  December  31,  1920.  S.  Smith  &  Company’s 
rolling  mill  and  nail  factory  at  Pittsburgh  employed  twenty-five 
men  and  six  boys  in  1832.  The  United  States  Steel  Corporation 
had  267,345  on  its  rolls  in  1920.  The  rolling  mill  of  1832  was 
managed  by  the  owner.  There  were  more  than  a  hundred  thou¬ 
sand  stockholders  of  the  United  States  Steel  Corporation  during 
1921.  Most  owners  can  have  little  share  in  management. 

In  1914  nearly  a  third  of  all  wage-earners  engaged  in  manu¬ 
factures  worked  in  establishments  employing  five  hundred  or 
more  persons.  Only  about  thirteen  per  cent  of  the  wage-earners 
were  employed  in  factories  using  twenty  workers  or  fewer,  accord¬ 
ing  to  the  1914  census  of  manufactures.  The  number  of  these 
small  factories  is  large,  composing  as  it  did  in  1914  upwards  of 
seventy  per  cent  of  the  entire  number  of  industrial  establishments 
in  the  country,  but  the  proportion  of  workers  employed  is  very 
small.  On  the  other  hand,  enormous  organizations  are  common. 
Corporations  employing  as  many  as  ten  thousand  workers  excite 
little  comment,  while  the  more  conspicuous  concerns  utilize  the 
energies  of  thirty,  forty,  fifty,  and  even  a  hundred  thousand  men 
and  women. 

Great  power  over  the  lives  and  fortunes  of  the  men  and  women 
employed  is  possessed  by  the  directors  of  such  enterprises.  Many 
large  corporations  have  created  cities,  in  which  their  factories  are 
situated  and  their  workers  are  housed.  Often  the  corporation 
owns  the  entire  community.  In  many  of  the  “satellite”  towns, 
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workers  employed  by  the  dominant  industry  occupy  houses 
owned  by  their  employers,  buy  food  and  clothes  and  other  neces¬ 
sities  of  life  at  stores  owned  by  the  employers,  send  their  children 
to  schools  maintained  by  the  employers,  worship  in  churches 
established  by  their  employers,  and  finally  are  buried  in  ceme¬ 
teries  located  upon  their  employer’s  land.  Many  of  the  com¬ 
munities  in  which  employers  have  provided  the  essential  utilities 
of  living,  it  must  be  admitted,  are  on  the  whole  far  more  com¬ 
fortable  and  decent  than  the  localities  which  have  been  neglected. 
But  while  one  is  scrupulous  in  refraining  from  suggesting  censure 
of  those  who  have  come  into  this  great  industrial  power,  it  is  im¬ 
possible  to  refuse  to  observe  the  fact.  The  relationship  between 
such  companies  as  the  United  States  Steel  Corporation,  the 
General  Electric  Company,  the  United  States  Rubber  Company, 
the  Ford  Motor  Company,  the  International  Harvester  Com¬ 
pany,  American  Woolen  Company,  to  cite  only  a  few,  and  their 
employees,  is  a  new  social  phenomenon.  In  theory  the  humblest 
citizen  worker  enjoys  all  the  political  and  social  rights  of  the 
richest  and  most  potent  industrial  magnate.  But  the  economic 
status  of  the  employee  of  a  large  corporation  is  not,  save  in  the 
industries  where  trade  unionism  has  reached  maturity,  one  of 
independence. 

Position  of  the  modern  wage-earner.  When  we  take  a  com¬ 
prehensive  view  of  this  development,  and  attempt  to  estimate  its 
effects  upon  the  average  propertyless  man,  it  is  easy  to  draw  too 
dark  a  picture.  In  many  respects  the  worker  has  shared  in  the 
gain  resulting  from  the  progress  of  industrial  society.  In  terms  of 
material  comfort,  his  position  has  undoubtedly  been  improved. 
His  standard  of  life  contains  numerous  elements  which  on  an 
earlier  stage  were  the  special  prerogatives  of  the  rich.  Scientific 
progress  has  brought  within  his  reach  a  degree  of  security  against 
disease  which  was  unknown  even  in  the  highest  strata  of  society 
a  century  ago.  Collective  provision  for  education,  sanitation, 
amusement  have  opened  up  sources  of  enjoyment  at  little  or  no 
cost  to  himself.  These  happier  features  of  the  Industrial  Revolu¬ 
tion  are  omitted  from  this  account  of  its  effects  on  labor,  not 
because  they  do  not  exist  or  are  unimportant,  but  because  our 
immediate  purpose  is  to  account  for  the  discontent  and  restless¬ 
ness  of  the  industrial  workers;  and  this  requires  that  we  focus 
attention  upon  the  darker  aspects.  From  this  point  of  view  we 


BACKGROUND  OF  THE  LABOR  PROBLEM  13 

may  summarize  the  principal  effects  of  the  Industrial  Revolution 
under  the  following  heads:  (a)  employment;  ( b )  craftsmanship; 
( c )  control. 

Employment.  In  terms  of  employment  the  rise  of  machine 
industry  has  had  one  overwhelming  effect  upon  the  propertyless 
man:  it  has  deprived  him  of  all  power  to  employ  himself.  Even  in 
its  earlier  stages,  the  tools  with  which  men  worked  had  grown  so 
costly  that  the  worker  could  nb  longer  own  them.  To-day,  few 
indeed  are  the  remaining  trades  in  which  the  workman,  as  a 
customary  thing,  equips  himself  with  capital  instruments.  In 
many  of  the  older  countries,  this  process  was  accompanied  by 
another  which  worked  in  the  same  direction :  namely,  the  separa¬ 
tion  of  the  laborer  from  the  land.  In  other  countries  where  this 
change  was  not  so  noticeable,  and  in  the  United  States  where  an 
abundance  of  free  land  delayed  its  effect  until  our  own  time,  the 
workingman  of  to-day  is,  after  all,  in  little  better  case.  He  is 
born  landless  and  is  rarely  able  to  scrape  together  the  money 
required  to  buy  a  portion  of  the  earth’s  surface,  however  minute. 
Moreover,  the  growth  of  the  factory  system  —  an  aspect  of  the 
Industrial  Revolution  which  has  been  described  in  the  preceding 
pages  —  has  brought  it  about  that  small  holdings  of  land  scat¬ 
tered  over  the  countryside,  because  of  their  remoteness  from  the 
scene  of  his  day’s  work,  have  lost  their  effectiveness  to  supply 
a  supplementary  source  of  employment  and  income  to  the  in¬ 
dustrial  worker. 

The  joint  effect  of  these  changes  was  to  destroy  the  laborer’s 
capital  equipment  and  make  him,  as  we  find  him  to-day,  almost 
entirely  propertyless.  Before  they  occurred,  the  tools  of  the 
average  workman  were  in  his  home.  In  a  sense,  he  was  an  enter¬ 
priser,  setting  himself  to  work  upon  a  product  which  was  either 
his  own  property  or,  at  least,  brought  him  into  direct  contact 
with  the  market.  His  little  plot  of  ground  supplied  him  with  a 
resource  which  he  could  hold  in  reserve  for  exploitation  in  slack 
periods  of  trade,  or  could  use  as  a  supplementary  source  of  income, 
thus  fortifying  him  against  disaster  in  case  of  a  total  loss  of 
market  for  his  primary  product.  In  contrast  with  this,  we  find 
him  to-day  solely  dependent  upon  some  agency  outside  himself  to 
supply  him  with  a  means  of  livelihood. 

Hence,  in  a  very  real  sense  the  propertyless  worker  has  an 
insecure  tenure  on  life.  In  our  exchange  economy  the  possession 
of  a  money  income  is  the  sine  qua  non  of  existence;  and  for  the 
worker  the  possession  of  a  job  is  the  sole  source  of  money  income. 
Not  only  has  the  wage-earner  no  power  to  create  the  job  for  him¬ 
self;  he  has  no  assurance  or  guarantee  that  any  one  else  will 
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supply  him  with  one.  No  machinery  exists  in  modern  society  to 
compel  an  unwilling  employer,  public  or  private,  to  hire  the  man 
out  of  work.  The  industrial  wage-earner  is  successful  in  finding  a 
job  only  if  it  profits  some  one  else  to  provide  it  for  him.  This 
statement  may  be  made  with  no  intention  to  impugn  the  motives 
or  the  practices  of  employers  as  a  class.  The  employer  of  to-day 
is  not  only  behaving  in  accordance  with  the  moral  standards  of 
his  time  when  he  refuses  to  provide  work  for  the  laborer  unless  it 
is  profitable  to  himself  to  do  so;  but,  what  is  more  to  the  point, 
he  would  benefit  no  one  —  least  of  all  the  workingman  —  if  he 
behaved  in  any  other  manner  in  a  competitive  society.  To  hire 
men  at  a  loss  is  one  sure  road  to  bankruptcy,  and  the  bankrupt 
employer  ceases  entirely  to  function  as  a  supplier  of  jobs. 

It  must  be  clear,  however,  that  these  questions  of  motive  do 
not  alter  the  state  of  affairs  from  the  standpoint  of  the  working¬ 
man.  In  the  matter  of  employment,  the  Industrial  Revolution 
has  presented  the  laborer  with  a  problem  of  life  whose  solution  is 
vital  to  his  existence.  Since  the  laborer  is,  after  all,  a  man  and 
not  a  beast  of  burden;  and,  moreover,  a  free  man  and  not  a  slave, 
it  is  inevitable  that  he  should  experiment  with  policies  calculated 
to  protect  himself  from  the  evil  effects  of  uncertainty  of  employ¬ 
ment. 

Craftsmanship.  The  progress  of  machine  industry  not  only 
swept  away  the  material  capital  of  the  workingman  but,  in  the 
case  of  certain  higher  grades  of  workers,  destroyed  as  well  the 
value  of  his  skill  or  craftsmanship.  There  are  points  of  similarity 
between  the  skill  of  the  workman  and  his  material  equipment; 
both,  in  a  sense,  may  be  called  capital.  They  originate  from 
human  choices  and  efforts  which  are  very  much  alike  in  essence. 
The  accumulation  of  capital  and  the  learning  of  a  skilled  trade 
result,  alike,  from  a  disposition  to  bear  present  costs  and  endure 
present  sacrifices  in  the  hope  of  reaping  rewards  in  the  future. 
The  effect  of  each  is  to  place  its  possessor  in  a  position  of  com¬ 
petitive  advantage  as  compared  with  his  fellow  men  less  well 
equipped,  f  Now  the  steady  advance  of  invention  which  has 
occurred  throughout  the  Industrial  Revolution  has  been  marked 
by  a  refined  division  of  labor,  a  substitution  of  simple  and  routine 
processes  for  a  single  complex  performance,  a  nullification  of  an 
older  skill  of  hand  or  brain.  Crafts  have  been  devoured  by  the 
machine.  Skilled  craftsmen  have  lost  their  immaterial  capital 
and  have  been  precipitated  into  the  ranks  of  the  unskilled.  N 

During  the  earlier  stages  of  the  Revolution,  when  crafts  were 
being  destroyed  wholesale  and  the  earlier  aristocracy  of  labor 
thrown  en  masse  into  the  common  fund  of  ordinary  labor,  the 
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magnitude  of  this  economic  disaster  found  a  permanent  place  in 
the  annals  of  the  times.  The  substitution  of  the  labor  of  women 
and  children  for  that  of  men;  the  degradation  of  the  ancient  and 
privileged  crafts  of  the  weaver,  the  bootmaker,  the  nailer;  the 
increasing  misery  of  workers  who  were  formerly  in  a  position  of 
comparative  comfort;  the  revolting  details  of  the  exploitation  of 
desperate  men  and  women  and  helpless  children  engaged  in  cut¬ 
throat  competition  for  employment,  are  incidents  of  the  Indus¬ 
trial  Revolution  which  all  may  read  who  take  the  trouble  to  turn 
the  pages  of  the  Parliamentary  Reports.  In  our  own  day,  this 
process  has  grown  less  perceptible  for  many  reasons.  The  rate  of 
technical  progress  has  become  more  gradual  and  continuous  — 
less  revolutionizing.  Fewer  of  the  ancient  crafts  remain  to  be 
affected  by  it.  Yet  contemporary  industrial  history  is  not  lacking 
in  illustrations  of  the  destruction  of  craftsmanship  by  the  ma¬ 
chine.  The  disappearance  of  the  ancient  trade  of  typesetting 
before  the  advance  of  the  linotype  machine  was  an  event  of  our 
own  time.  So,  too,  was  the  destruction  of  the  skilled  craft  of  the 
wood  carver,  the  glass  blower  and  others.  Everywhere  the  iron 
man  in  industry  encroaches  on  the  domain  of  the  craftsman. ,  The 
beneficial  results  of  this  progress  when  measured  in  terms  of 
general  economic  welfare  may  be  incontestible;  but  for  particular 
individuals,  its  immediate  effects  is  usually  loss  of  wages,  in¬ 
creased  intensity  of  competition  for  employment;  sudden  or 
gradual  degradation,  f 

Control.  A  third  effect  of  the  Industrial  Revolution  has  been 
the  loss  of  control  by  the  workers  over  the  ordinary  circumstances 
of  their  lives.  The  trend  of  industrial  organization  described  by 
Mr.  Chenery  has  resulted  in  the  supplanting  of  the  small  in¬ 
dustrial  unit  by  the  factory  system.  This  has  involved  a  com¬ 
pounding  of  labor,  similar  to  that  of  capital  instruments,  into 
large  and  compact  units,  and  the  concentration  of  these  units 
upon  narrow  geographical  areas  which  possess  some  peculiar  cost¬ 
saving  advantage  —  such  as  water  power,  or  proximity  to  cheap 
and  efficient  transportation.  Here  we  find  organized  and  disci¬ 
plined  labor  armies  responding  to  the  command  of  the  owner  of 
capital  or  his  agent,  controlled  in  many  of  the  details  of  their 
lives  —  e.g.  their  hours  of  rising,  or  beginning  and  ending  work, 
their  mealtimes,  the  amount  of  their  leisure,  even  their  place  of 
residence  —  by  the  will  of  a  profit-making  employer.  The  term 
“wage  slavery,”  when  it  is  not  merely  a  demagogic  utterance  used 
for  its  emotional  effect,  is  employed  by  the  spokesman  for  labor 
to  define  this  condition  of  unfreedom  with  respect  to  the  habits 
and  daily  conduct  of  their  lives,  common  to  factory  workers.  It 
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is  true,  of  course,  that  workingmen  have  never  been  free;  their 
range  of  choices  has  always  been  determined  more  or  less  narrowly 
by  the  exigencies  of  their  lives,  by  their  lack  of  reserves,  by  the 
economic  and  social  environment  within  which  their  struggle  to 
win  subsistence  has  been  confined.  But  it  can  scarcely  be  denied 
that  the  shifting  of  the  scene  of  his  labor  from  his  own  home,  or 
from  the  small  shop  in  the  neighborhood,  to  the  giant  factory  in 
which  his  identity  is  lost  in  the  mass  of  the  labor  army,  has  de¬ 
creased  the  laborer’s  power  to  exert  control  over  the  conditions  of 
his  life;  and  has  correspondingly  increased  the  influence  of  the 
owner,  manager,  or  “captain  of  industry”  over  the  lives  and 
destinies  of  his  fellow  men. 

Two  consequences  of  this  condition  should  be  noted.  In  the 
first  place,  the  modern  factory  provides  an  environment  congenial 
to  the  development  of  group  motives  and  group  conduct  among 
the  workers,  which  run  counter  to  the  prevailing  individualism  of 
our  day.  Class-consciousness  among  free  laborers  is  a  distinctly 
modern  phenomenon.  There  have  been,  it  is  true,  sporadic  out¬ 
bursts  of  mass  action  among  the  laboring  populations  of  earlier 
times;  but  their  brief  duration  and  the  ease  with  which  they  broke 
down  prove  the  absence  of  a  cohering  force  strong  enough  to 
counteract  the  influences  of  self-interest  which  tend  to  disrupt  all 
unions  of  men  for  a  common  end.  To-day  it  is  possible  to  effect  a 
stable  union  among  wage-earners  largely  because  of  the  great 
similarity  of  their  fife  conditions,  and  because  of  the  regimenta¬ 
tion  of  the  factory  which  familiarizes  the  workers  with  the  fact  of 
their  common  needs  and  inclines  them  toward  cooperative  group 
action.  The  standards  of  right  and  wrong,  of  legal  rights  and 
obligations,  which  develop  within  an  organized  group  are  not  in 
harmony  with  those  which  dominate  in  our  individualistic,  com¬ 
petitive  order.  Their  presence  among  the  industrial  workers  con¬ 
stitutes  one  of  the  elements  in  the  Labor  Problem. 

In  the  second  place,  partly  as  a  result  of  the  increasing  size  of 
the  labor  force  in  the  modern  factory,  partly  for  other  reasons,  the 
bond  between  the  employer  and  the  individual  employee  has  been 
attenuated  to  such  a  degree  that  it  is  no  longer  effective  in  con¬ 
trolling  the  laborer’s  actions.  We  may  suppose  that,  had  other 
influences  been  in  operation  to  join  employer  and  worker  in  a 
close  union  of  mutual  interest,  the  worker’s  loss  of  interest  in  his 
job  and  his  product  might  have  been  counteracted  by  his  feel¬ 
ing  of  loyalty  to  his  enterprise  as  a  corporate  venture.  But  the 
trend  has  been  in  the  opoosite  direction.  Until  very  recent  years, 
when  a  deliberate  attempt  has  been  made  to  counteract  the 
effects  of  this  factor  in  certain  enterprises,  the  organization  of  the 
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factory  has  been  such  as  to  stifle  within  the  worker  any  feeling 
that  he  might  have  of  direct  economic  interest  in  the  destinies  of 
his  employer.  The  older  and  more  intimate  relationships  of 
master  and  servant  were  wiped  out  in  the  progress  of  the  Revolu¬ 
tion  and  in  their  place  arose  the  impersonal  and  bloodless  relation¬ 
ship  of  paymaster  and  wage-earner  —  the  “cash  nexus”  of 
Carlyle.  With  complete  control  over  the  enterprise  lodged  in  the 
hands  of  the  owner  of  the  material  equipment  or  his  representa¬ 
tive,  possessed  of  no  opportunity  to  share  in  its  councils  or  influ¬ 
ence  its  policies,  the  workers  have  not  unnaturally  declined  to 
believe  that  the  enterprise  was  theirs  in  any  sense,  or  that  they 
shared  responsibility  for  its  welfare.  Many  of  the  policies  of 
organized  labor  give  evidence  of  a  total  lack  of  knowledge  of 
modern  business  principles  and  of  total  inability  to  understand 
the  problems  of  an  employer  in  a  competitive  market.  This  is 
not  unnatural  when  one  remembers  that  the  workers  have  always 
been  excluded  from  contact  with  the  problems  and  responsi¬ 
bilities  of  management. 


CHAPTER  II 

THE  PROBLEM  OF  UNEMPLOYMENT 

i.  Social  Significance  of  Unemployment 

Menace  of  unemployment.  Unemployment  must  be  ranked  first 
in  importance  among  the  problems  which  confront  the  industrial 
worker  to-day,  whether  we  measure  the  seriousness  of  these  pro¬ 
blems  by  the  numbers  they  affect,  by  their  economic  and  psycho¬ 
logical  consequences,  or  by  the  losses  they  inflict  upon  society  as 
a  whole.  With  comparatively  few  exceptions,  all  wage-earners 
are  subject  to  the  influence  of  this  great  menace.  Perhaps  the 
majority  of  them  have  experienced  its  power  to  cut  them  off  from 
the  support  of  fife  for  a  longer  or  shorter  period.  And  those  who 
have  been  so  fortunate  as  to  escape  its  most  disastrous  economic 
effects  have  passed  their  fives  in  continuous  apprehension  of  their 
insecurity. 

The  most  far-reaching  and  serious  effects  of  unemployment  are 
traceable,  not  to  the  actual  misery  and  suffering  which  it  entails, 
but  rather  to  the  fear  of  its  occurrence  —  a  haunting,  insistent 
dread  which  so  colors  the  outlook  on  fife  and  moulds  the  behavior 
of  the  great  mass  of  wage-earners  that  its  cost  to  society  in  terms 
of  reduced  productivity,  discontent  and  open  rebellion  are  incal¬ 
culable.  The  relation  of  the  problem  to  the  Industrial  Revolution 
has  already  been  pointed  out.  In  modern  industrial  society, 
where  the  right  to  fife  for  the  propertyless  depends  upon  the 
possession  of  a  money  income  and  where  money  income  is  obtain¬ 
able  only  at  the  pleasure  of  a  profit-seeking  employer,  the  great 
mass  of  mankind  must,  perforce,  conceive  it  to  be  the  chief  busi¬ 
ness  to  win  and  hold  a  job.  The  job,  not  the  product,  has  become 
the  focal  point  of  economic  activity  for  the  working  people.  In¬ 
dustrial  enterprises  of  all  sorts  are  viewed  as  job-making  institu¬ 
tions.  With  no  collective  provision  to  aid  them,  either  in  the  way 
of  supplying  work  to  the  jobless  or  of  guaranteeing  the  continu¬ 
ance  of  employment  for  those  who  are  in  possession  of  a  job,  the 
workers  have  not  unnaturally  devised  policies  of  their  own  for  the 
solution  of  this  greatest  of  fife’s  problems.  These  policies,  though 
they  differ  much  in  detail,  are  alike  in  essence:  they  aim  at  “mak¬ 
ing  work,”  either  through  the  device  of  multiplying  jobs  within 
the  industrial  establishment  or,  by  opposing  various  labor-saving 
expedients  of  the  employer,  of  prolonging  the  fife  of  the  jobs 
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already  in  existence.  These  policies  are  not  the  creation  of  organ¬ 
ized  labor;  they  originate  spontaneously  among  all  industrial 
wage-earners  whose  tenure  of  employment  is  uncertain.  Con¬ 
demn  them  as  we  may,  we  must  view  them  as  natural  —  though 
undesirable  and,  it  is  to  be  hoped  remediable  —  by-products  of 
the  life  conditions  of  the  wage-earner  in  industrial  society. 

Nature  of  unemployment.  Unemployment  should  be  defined 
as  “involuntary  idleness  on  the  part  of  a  workman  who  is  able  to 
work.”  The  unemployed,  from  the  point  of  view  of  the  student 
of  social  problems,  do  not  include  all  those  who  are  out  of  work 
at  a  given  time;  but  a  smaller  group.  Some  workers  are  idle  from 
choice,  as,  for  example,  those  who  are  on  strike,  or  those  con¬ 
genitally  opposed  to  labor  of  any  sort.  Others,  though  involun¬ 
tarily  idle,  are  the  victims  of  industrial  accident  or  disease  and 
should  be  considered  as  a  separate  group  constituting  a  special 
social  problem.  The  loss  of  the  job  which  constituted  unemploy¬ 
ment  as  it  is  here  defined  always  takes  place  through  the  exercise 
by  the  employer  of  his  right  to  discharge  or  lay-off  a  member  of 
his  labor  force.  Every  such  action  by  the  employer  adds  to  the 
sum  of  unemployment  for  a  longer  or  shorter  period  —  if  we 
except  those  discharges  which  result  from  such  willful  misconduct 
of  the  worker  as  would  indicate  an  intention  on  his  part  to  sacri¬ 
fice  his  job,  if  need  be,  in  order  to  satisfy  his  malice  or  indulge  his 
laziness.  True  unemployment,  then,  has  these  characteristics: 
first,  it  is  a  condition  not  created  by  the  worker  nor  controllable 
by  him ;  secondly,  it  appears  from  the  worker’s  viewpoint  to  result 
at  the  desire  of  the  employer. 

It  is  the  purpose  of  this  chapter  to  analyze  the  causes  of  unem¬ 
ployment,  to  present  some  indication  of  its  effects,  and  to  consider 
various  expedients  whereby  it  may  be  reduced  in  amount  or 
entirely  removed.  Two  major  causes  of  unemployment  will  be 
considered:  (1)  causes  inherent  in  the  seasonality  of  industry; 
(2)  those  which  spring  from  the  business  cycle.  This  is  not  pre¬ 
sented  as  a  complete  catalogue  of  the  causes  of  this  problem  but 
rather  as  a  sample  of  the  forces  at  work  within  our  order. .  It 
omits  from  discussion  two  groups  of  the  unemployed  whom  it  is 
the  practice  of  students  of  the  problem  to  place  in  a  class  distinct 
from  those  we  have  enumerated.  The  first  of  these  groups  is  the 
unemployable  —  that  section  of  the  propertyless  for  whom  no 
place  can  be  found  in  productive  enterprise  because  of  their 
physical,  mental  or  moral  defect.  These  we  have  chosen  to  ex¬ 
clude  by  definition  from  the  category  of  the  unemployed.  The 
second  group  omitted  from  our  analysis  comprises  those  who  are 
thrown  out  of  work  as  a  consequence  of  technical  changes  in 
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industry  —  that  is,  the  victims  of  the  progress  of  invention,  im¬ 
provement  of  management,  “labor-saving”  devices  of  sundry 
sorts.  The  causes  which  create  unemployment  of  this  sort  are 
sporadic,  fluctuating,  uncertain;  the  resulting  unemployment  is  of 
a  temporary  nature  and,  to  a  large  degree,  a  matter  of  chance. 
Though  this  aspect  of  unemployment  is  disregarded  in  the  discus¬ 
sion  which  follows  through  lack  of  space,  account  must  be  taken 
of  it  in  any  attempt  to  understand  the  magnitude  of  this  great 
social  problem. 

2.  Seasonal  Unemployment,  General  Considerations 

Extent  of  seasonal  unemployment.  Seasonality  —  the  ebb  and 
flow  of  industrial  activity  —  is  a  well-marked  feature  of  modern 
economic  enterprise.  In  the  case  of  some  trades  these  fluctua¬ 
tions  are  so  well  known  as  to  be  a  commonplace;  building  oper¬ 
ations,  coal  mining,  the  clothing  trades,  the  manufacture  of 
Christmas  and  other  holiday  specialties,  must  for  reasons  known 
to  all  vary  in  intensity  with  the  season  of  the  year.  What  is  not 
so  well  known,  however,  is  that  a  similar,  though  not  synchronous, 
variation  appears  in  almost  all  industries,  from  the  basic  opera¬ 
tions  of  agriculture  to  those  of  manufacturing  and  transportation, 
and  throughout  the  various  specialized  branches  of  the  latter 
group  of  industries.  So  generally  is  this  true  that  the  foremost 
student  of  the  problem  has  summarized  the  matter  in  the  follow¬ 
ing  brief  statement  of  fact:  “Detailed  inquiry  shows  that  it  is 
almost  the  exception  rather  than  the  rule  for  any  trade  to  main¬ 
tain  fairly  equable  activity  throughout  the  year.  Most  trades 
have  their  regular  alternation  of  busy  months  and  slack  months.”  1 

It  is  very  difficult  to  measure  statistically  the  amount  of  un¬ 
employment  normally  traceable  to  this  cause.  Since  the  problem 
is  governed  by  forces  peculiar  to  each  industry  in  which  it  appears, 
simple  averages  of  the  numbers  unemployed  at  a  given  time  be¬ 
cause  of  seasonal  fluctuation  are  meaningless  or  misleading.  The 
following  statistics  are  presented,  therefore,  rather  as  indices  to 
the  magnitude  of  the  problem  than  as  an  exact  measurement. 

One  source  of  information  regarding  the  volume  of  seasonal 
unemployment  is  to  be  found  in  the  record  of  their  unemployed 
members  kept  by  the  trade  unions.  These  figures,  so  far  as  they 
relate  to  four  major  groups  of  British  unions  —  building  trades, 
furnishing  trades,  engineers  (machinists),  and  printers  —  have 
been  analyzed  for  the  decade  ending  1906  by  Mr.  Beveridge  with 
the  following  results: 2 

1  From  Unemployment:  A  Problem  of  Industry,  by  W.  H.  Beveridge,  p.  29.  Long¬ 
mans,  Green  &  Co.,  publishers. 

*  Op.  cit .;  adapted  from  Table  VI,  p.  30. 
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Building  Trades:  80  per  cent  more  unemployment  during  the 
slackest  month  (December)  than  during  the 
busiest  (August). 

Furnishings:  3!  times  as  much  unemployment  during  the 
slackest  month  (January)  as  during  the  busiest 
(April). 

Machinists:  50  per  cent  more  unemployment  during  the 
slackest  month  (December)  than  during  the 
busiest  (May). 

Printers:  Twice  as  much  unemployment  during  the  slack¬ 
est  month  (August)  as  during  the  busiest 
(November). 

For  the  United  States  trade-union  statistics  covering  the  State 
of  New  York  for  the  years  1904-15  show  an  average  unemploy¬ 
ment  in  March  seventy-five  per  cent  higher  than  in  September. 
And  similar  statistics  for  Massachusetts  reveal  an  average  unem¬ 
ployment  in  March  eighty  per  cent  higher  than  in  September 
during  the  years  1908-19.  For  the  country  as  a  whole  reliable 
studies  indicate  a  total  unemployment  during  the  worst  month 
one  and  one  half  millions  in  excess  of  that  for  the  best  month. 

Causes  and  consequences.  The  following  quotation  from  the 
same  leading  authority  will  serve  as  a  summary  of  the  salient 
causes  and  consequences  of  seasonal  unemployment: 1 

The  causes  of  seasonal  fluctuations  are  sometimes  classified  as 
climatic  or  social.  It  is  better  perhaps  to  say  that  each  type  of 
cause  is  to  be  found  in  nearly  every  case.  Climatic  conditions 
necessarily  give  rise  to  social  habits;  indeed  nearly  all  social  habits 
involving  regular  annual  fluctuation  in  the  demand  for  labor  may 
be  traced  ultimately  to  differences  in  temperature  and  weather. 
On  the  other  hand,  social  habits  once  established  generally  go 
beyond  climatic  necessities.  It  is,  for  instance,  not  so  much 
impossible  as  unusual  to  build  in  winter.  Sometimes  fluctuation 
combines  purely  climatic  with  purely  customary  influences.  At 
the  London  docks,  for  instance,  tea  comes  in  at  one  season  of  the 
year,  timber  at  another,  fruit  at  another  according  to  climate. 
The  net  result  is  to  make  the  general  level  of  employment  higher 
in  the  months  about  Christmas  and  again  in  July  than  it  is  in  the 
early  spring  or  in  August  or  September.  But  with  this  goes  a 

1  Op.  tit.,  pp.  33  f. 
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fluctuation  dependent  upon  the  customary  dates  of  the  wool  sales 
for  which  large  masses  of  additional  labor  are  required  . . .  some¬ 
times,  again  —  as  is  conspicuously  the  case  with  fluctuations  of 
dock  employment  —  the  climate  to  be  considered  is  not  that  of 
the  United  Kingdom  but  that  of  some  other  country  whence 
goods  come. 

Seasonal  fluctuations  imply  a  falling  off,  in  slack  months,  of  the 
demand  for  labor.  It  is  a  cause  of  lack  of  employment  entirely 
independent  of  the  wishes  and  character  of  the  individual  work¬ 
man,  or,  in  general,  of  the  individual  employer.  It  does  not, 
however,  necessarily  or  commonly  involve  acute  distress. 

In  the  first  place,  seasonal  fluctuation  may  not  lead  to  the 
actual  discharge  of  the  workmen  at  all.  In  coal  mining  it  is 
represented  almost  entirely  by  a  reduction  in  the  average  number 
of  days  worked.  In  many  other  industries  part,  though  not  the 
whole,  of  the  effect  of  seasonal  fluctuation  is  carried  off  in  this 
way  —  by  shortening  the  working  hours. . . .  Part  of  the  loss,  by 
a  reduction  of  working  hours,  is  spread  over  all  the  men  still 
employed. 

In  the  second  place,  the  difference  in  the  period  of  fluctuation 
for  different  trades  makes  it  possible  for  men  thrown  out  of  their 
usual  occupation  in  a  slack  season  to  find  a  subsidiary  occupation 
in  some  other  industry  which  is  then  busy.  Laborers  engaged  in 
the  building  trade  or  at  the  brickfield  in  the  summer  can  and  often 
do  find  winter  occupation  at  the  docks  or  in  gas  works. . . . 
There  are  plenty  of  men  . . .  who  have  been  to  the  same  farm  for 
temporary  work  summer  after  summer.  There  are  in  the  same 
way  plenty  of  men  who  get  taken  on  year  after  year  by  the  Post 
Office  or  by  some  of  the  big  shops  to  meet  the  Christmas  pressure. 
This  use  of  subsidiary  trades  in  slack  seasons  has,  no  doubt,  its 
limits.  Practically  it  is  confined  to  low-skilled  or  unskilled  work. 
A  man  cannot  be  a  cabinet-maker  in  April,  a  bricklayer  in  August 
and  a  compositor  in  November. . . . 

In  the  third  place,  seasonal  fluctuation,  being  so  common  and 
regular  a  phenomenon,  is  to  a  large  extent  provided  for  in  the 
expenditure  of  wages.  This  is  one  of  the  functions  of  the  un¬ 
employed  benefit  paid  by  many  unions.  One  or  two  unions,  it  is 
curious  to  note,  only  pay  this  benefit  during  the  slack  season. 
Outside  these  unions  the  matter  has  of  course  to  be  dealt  with 
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and  is  very  commonly  dealt  with  by  individual  effort.  .  .  .  Even 
where  the  individual  has  made  no  provision  for  slack  times  before¬ 
hand  he  can  often  get  through  them  by  running  into  debt  and 
clearing  himself  during  the  following  busy  season.  This  is  a 
form  of  retrospective  saving  made  possible  and  common  by  the 
institution  of  the  pawnshop  and  the  readiness  of  small  shop¬ 
keepers  and  landlords  to  grant  credit  to  men  ordinarily  out  of 
work. 

In  practice,  therefore,  it  is  found  that  acute  recurrent  distress 
at  times  of  seasonal  depression  is  confined  to  the  unskilled  occupa¬ 
tions,  and  even  in  them  to  men  who  at  all  times  are  largely 
irregularly  employed.  The  natural  remedy  is  for  the  fact  of 
seasonal  fluctuation  to  be  recognized  as  a  normal  incident  of  the 
industry  and  to  be  allowed  for  in  the  standard  both  of  expenditure 
and  of  wages.  .  .  .  That,  of  course,  is  the  root  of  the  trouble. 
The  men  who  winter  after  winter  are  in  acute  distress  are  the  men 
who  summer  after  summer  can  only  live  from  hand  to  mouth, 
men  whose  earnings  even  in  the  busy  months  axe  cut  down  by 
irregularity  of  employment.  They  have  no  reserves  and  no 
credit.  They  almost  certainly  do  not  spend  to  the  best  advantage 
even  such  money  as  they  earn,  for  their  whole  life  is  an  education 
in  the  futility  of  foresight.  They  find  themselves  at  the  first 
pinch  in  the  streets. 

Ultimately,  therefore,  seasonal  fluctuation  becomes  a  question 
not  of  unemployment  but  of  wages.  From  an  economic  point  of 
view  no  industry  is  self-supporting  unless  it  pays  wages  sufficient 
to  keep  men,  not  only  while  they  are  at  work,  but  also  while  they 
must  stand  idle  and  in  reserve.  Where  in  any  occupation  seasonal 
fluctuation  year  after  year  brings  round  acute  distress,  that 
occupation  must  be  judged  as  one  in  which  wages  are  too  low  or 
ill-spent,  because  they  do  not  average  out  to  a  sufficiency  for  the 
slack  months  as  well  as  for  the  busy  ones.  It  is  from  this  point 
of  view  that  the  problem  must  be  regarded. 

3.  The  Labor  Reserve  1 

Cause  of  the  reserve.  The  fact  of  the  existence  of  chronic 
over-supplies  of  casual  labor  in  various  occupations,  with  resulting 

1  From  Unemployment,  by  F.  C.  Mills,  being  no.  183  of  the  Columbia  University 

Studies. 
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under-employment  and  destitution,  has  long  been  recognized. 
Booth  and  his  co-workers,  in  their  survey  of  the  working  people  of 
London  in  the  late  8o’s  and  early  go’s  describe  it.  Sidney  Webb, 
writing  at  about  the  same  time,  testified  to  “the  fearful  daily 
struggle  for  bread  at  the  dock  gates.”  But  the  discovery  of  the 
reason  for  this  “chronic  and  ubiquitous  over-supply  of  casual 
labor,”  which  the  Webbs  term  “perhaps  the  most  momentous  of 
this  generation  in  the  realm  of  economic  science,”  was  only 
recently  made.  It  is  Beveridge  who  has  made  the  most  original 
and  most  intensive  studies  in  this  field.  Of  the  contemporary 
writers,  none  have  materially  added  to  Mr.  Beveridge’s  analysis 
of  the  problem. 

There  are  these  observed  facts  to  be  explained:  The  distress 
from  want  of  employment  is  chronic.  An  “irreducible  minimum ” 
of  unemployment  exists  in  all  trades  at  all  times.  Trade-union 
statistics  prove  that  this  unemployment  is  due  to  loss  of  time  by 
many,  not  to  the  chronic  idleness  of  a  few.  The  typical  applicant 
to  distress  committees,  moreover,  is  not  unemployable,  but  in¬ 
dustrial,  a  casual  laborer.  That  this  unemployment  is  due  to  an 
excessively  rapid  increase  of  population  is  disproved  by  known 
facts  —  unemployment  in  rapidly  growing  industries,  increasing 
productivity  of  labor,  and  the  rising  remuneration  of  labor,  which 
proves  it  to  be  of  increasing  importance  in  production. 

The  explanation  of  the  existence  of  this  irreducible  minimum  of 
unemployment  is  found  in  the  labor  reserve  which  tends  to 
accumulate  in  modern  industries.  This  reserve  of  labor  is  made 
up  of  “the  men  who  within  any  given  period  are  liable  to  be 
called  on  sometimes  but  are  not  required  continuously.”  Its  size 
depends  upon  the  number  of  separate  employers,  the  irregular¬ 
ities  of  their  separate  businesses  and  of  the  industry  as  a  whole, 
the  relative  mobility  of  labor,  the  average  length  of  engagements, 
and  the  extent  to  which  chance  prevails  in  the  hiring  of  workers. 
Conditions  in  any  one  of  these  respects  may  be  such  as  to  result 
in  the  development  of  a  “stagnant  pool”  of  labor  in  an  industry; 
the  size  of  the  reserve  may  be  increased  by  the  cumulative  action 
of  any  or  all  of  the  other  factors.  Beveridge’s  analysis  of  their 
separate  and  mutual  effects  upon  the  labor  market  may  be 
briefly  summarized: 

The  number  of  workers  who  gather  in  any  given  center  of  the 
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labor  market  will  tend  to  equal  the  maximum  number  who  may 
be  able  to  obtain  employment  in  that  center.  If  each  employer 
in  a  certain  industry  maintains  his  own  center  of  employment,  so 
that  no  man  working  for  him  works  for  any  other  employer  in 
that  industry,  a  separate  reserve  will  be  built  up  for  each  of  them. 
If  the  volume  of  the  business  of  each  varies  from  day  to  day, 
week  to  week,  or  month  to  month,  the  number  of  workers  em¬ 
ployed  and  “  at  the  gate  ”  will  tend  to  equal  the  maximum  number 
employed  during  the  busiest  period.  If  the  term  of  engagement 
is  brief,  and  if  the  element  of  chance  centers  in  the  selection  of 
workers,  the  matter  is  further  complicated  and  the  reserve  is 
further  swelled.  With  no  discrimination  whatsoever,  every  man 
will  in  the  long  run  get  as  much  employment  as  every  other  man. 
The  number  of  competitors  for  positions  in  each  given  center  of 
employment  will,  therefore,  tend  to  increase  until  the  average 
remuneration  received  by  each  reaches  the  subsistence  level  of 
the  class  of  men  employed.  If  the  average  pay  be  below  this, 
certain  men  will  have  to  withdraw;  if  it  be  above  the  subsistence 
level,  newcomers,  having  equal  chances  for  employment,  will 
attach  themselves  to  the  industry. 

Assume  now  that  instead  of  each  employer  drawing  his  labor 
supply  from  his  own  reserve  there  is  perfect  mobility  of  labor 
within  the  given  industry;  the  reserve  will  tend  to  equal  the  maxi¬ 
mum  number  employed  in  the  industry  as  a  whole  at  the  busiest 
season.  The  separate  fluctuations  of  individual  employers  will 
here  partially  neutralize  each  other,  and  so  cut  down  the  neces¬ 
sary  reserve.  The  author  illustrates  this  point  by  assuming  ten 
centers  of  casual  employment,  each  employing  a  minimum  of 
50  men  and  a  maximum  of  100  men.  A  total  force  of  1000  men 
will  thus  be  maintained.  In  the  industry  as  a  whole,  however,  the 
minimum  number  employed  is  700,  the  maximum  800.  With 
perfect  fluidity  of  labor  a  reserve  of  100  men  will  suffice,  and  the 
extra  200  men  who  have  been  living  in  an  under-employed  condi¬ 
tion  forced  out.  Thus,  the  greater  the  degree  of  mobility  of  labor, 
the  smaller  will  be  the  necessary  reserve  maintained  in  an  in¬ 
dustry.  An  excessive  element  of  chance,  complete  absence  of 
selection  in  employment,  would,  of  course,  vitiate  the  favorable 
results  of  mobility  in  the  cutting  down  of  the  reserve. 

On  the  basis  of  this  reasoning  Beveridge  distinguishes  three 
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elements  in  the  total  reserve  of  labor  for  any  occupation;  those 
men  representing  fluctuations  in  the  total  volume  of  work  in  the 
industry  as  a  whole;  those  representing  the  element  of  friction  in 
the  labor  market;  and  those  “attracted  and  retained  by  the 
perpetual  chance  of  work.” 

This  tendency  toward  the  accumulation  of  reserves  exists  in 
varying  degrees  of  strength  in  practically  all  industries;  though 
seen  in  its  most  vicious  forms  in  the  casual  occupations.  The 
reserve  as  such  is  a  “normal  industrial  phenomenon,”  necessary 
in  all  the  industries  liable  to  fluctuations  in  volume.  This  needed 
power  in  a  given  industry  may  be  maintained,  without  producing 
distress,  either  through  a  high  wage  level,  unemployment  insur¬ 
ance,  or  elasticity  of  hours.  Usually,  however,  faulty  methods  of 
securing  the  reserve  power  are  resorted  to;  the  men  of  the  reserve 
suffer  a  continuous  “leakage  of  employment”  and  there  results 
the  demoralizing  evil  of  under-employment  —  the  reduction  of 
earnings  to,  or  even  below  the  level  of  bare  subsistence.  Though 
all  the  members  of  a  labor  reserve  are  subject  to  irregularity  of 
employment,  it  is  only  that  element  which  is  called  on  “often 
enough  to  be  prevented  from  drifting  away  elsewhere,  but  not 
often  enough  to  obtain  a  decent  living”  which  constitute  the 
“unemployed.”  It  is  in  the  casual  occupation,  to  which  entrance 
is  free  and  in  which  every  one  has  a  chance  of  securing  work,  that 
the  incessant  competition  of  low  subsistence  standards  works  out 
in  demoralizing  under-employment. 

Effects.  The  deteriorating  effect  of  unemployment  will  be 
touched  upon  in  considering  the  personal  factor.  The  same 
vicious  reaction  upon  personal  character,  the  perpetuation  and 
intensification  of  the  conditions  conducing  to  reduce  individuals 
to  casual  work,  is  characteristic  of  under-employment.  Wages 
are  inefficiently  spent;  wives  and  children  are  forced  into  industry; 
the  securing  of  public  relief  prompts  a  descent  into  the  unemploy¬ 
able  class.  Finally,  there  is  the  fact  that  in  a  world  where  chance 
rules  supreme,  where  “the  good  are  not  more  successful  in  secur¬ 
ing  work  than  the  evil,”  personal  merit  and  honesty  are  almost 
drawbacks.  “No  class  in  the  community,”  says  the  minority  of 
the  Poor  Law  Commission,  “could  withstand  the  demoralizing 
influence  of  such  a  view  of  life  and  such  a  system.” 

The  rates  in  occupations  giving  irregular  employment  must  be 
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higher  than  those  affording  regular  employment  for  two  reasons 
—  to  compensate  for  greater  uncertainty  of  employment,  and  to 
build  up  reserves  which  can  be  used  in  busy  times.  Thus  the 
wage  rate  in  fluctuating  occupations  will  be  such  as  to  attach  to 
such  occupations  “a  number  of  work-people  roughly  intermediate 
between  the  number  for  whom  employment  at  that  rate  can  be 
found  in  good  times  and  in  bad  times,  respectively.”  Wage 
rates  above  normal  are  thus  the  prime  cause  of  the  creation  of 
reserves  of  labor,  according  to  Pigou’s  reasoning. 

The  minority  of  the  Poor  Law  Commission  accept  Beveridge’s 
analysis  of  labor  reserves  unqualifiedly.  Both  majority  and 
minority  reports  condemn  in  strong  words  the  system  which 
creates  these  “stagnant  pools”  of  labor,  and  subjects  industrial 
workers  to  the  enervating  influence  of  chronic  under-employment. 
Three  sets  of  special  investigators  were  sent  out  by  the  Royal 
Commission  to  work  on  unemployment  and  allied  problems. 
“All  these  inquirers  .  .  .  starting  on  different  lines  of  investigation 
and  pursuing  their  researches  independently  all  over  the  kingdom 
. .  .  came,  without  concert,  to  the  same  conclusion,  namely,  that 
of  all  the  causes  or  conditions  predisposing  to  pauperism,  the  most 
potent,  the  most  certain,  and  the  most  extensive  in  its  operation 
was  this  method  of  employment  in  odd  jobs.”  “All  these  (other) 
conditions  (low  wages,  insanitary  conditions,  excessive  hours  ol 
labor,  outdoor  relief,  drunkenness)  injurious  though  they  are  in 
other  respects,  were  not  found,  if  combined  with  reasonable 
regularity  of  employment,  to  lead  in  any  marked  degree  to  the 
creation  of  pauperism.” 

4.  Fluctuations  in  the  Coal  Industry  1 

Under-employment  of  miners.  Perhaps  no  industry  suffers 
more  acutely  from  the  malignant  disease  of  unemployment  than 
the  mining  of  coal.  Under-employment  is  chronic.  Involuntary 
idleness  became  more  and  more  aggravated  during  1921.  At  the 
end  of  the  year,  according  to  what  I  believe  to  be  a  conservative 
estimate,  only  10  per  cent  of  the  total  number  of  miners  engaged 
in  the  bituminous  coal  industry  were  working  full  time;  50  per 
cent  worked  part  time,  and  over  40  per  cent  had  no  employment. 
Thousands  of  coal  miners  have  not  been  able  to  get  a  single  day’s 

j* 

work  during  the  whole  year. 

1  From  the  American  Labor  Legislation  Review ,  March,  1922,  pp.  37-40. 
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Bituminous  coal  mining  is  notorious  as  an  example  of  wasteful 
and  costly  under-employment.  Out  of  a  possible  308  days’  work 
in  a  year,  the  miners  have  been  given  on  the  average  only  215 
days.  In  1893,  a  year  of  severe  depression,  they  worked  only  171 
days.  During  the  past  year,  worst  of  all,  they  had  work  for  only 
170  days. 

With  only  215  days’  work  a  year  even  in  normal  times,  the  coal 
miner’s  yearly  earnings  are  never  sufficient  to  enable  him  to 
save  up  against  hard  times,  while  in  periods  of  industrial  stag¬ 
nation,  like  the  present,  he  and  his  family  suffer  miserably  in 
destitution. 

An  exhaustive  investigation  by  the  United  States  Immigration 
Commission  in  1908-09,  covering  practically  all  of  the  mining 
sections  of  the  country,  disclosed  that  the  average  annual  earn¬ 
ings  of  all  the  male  heads  of  households  was  only  $451.  The 
average  family  income  was  only  $577  a  year.  Only  about  two 
fifths  of  the  families  investigated  derived  their  entire  income  from 
the  earnings  of  husbands  at  the  mines.  The  remaining  three 
fifths  found  it  necessary  to  supplement  the  earnings  of  the  hus¬ 
band  by  taking  boarders  or  lodgers  or  by  putting  the  children  to 
work. 

Again,  the  United  Mine  Workers  of  America  in  the  presentation 
of  its  wage  case  to  the  Bituminous  Coal  Commission  appointed 
by  the  President  to  adjudicate  the  mine  workers’  strike  of  1919, 
showed  that  even  in  that  year,  when  wages  and  prices  were  at 
their  peak,  the  wage  rates  prevailing  at  that  time  enabled  the  pick 
miners  in  all  bituminous  mines  to  make  average  annual  earnings 
of  approximately  $1130.  This  figure  is  derived  from  the  reports 
of  the  United  States  Bureau  of  Labor  Statistics,  and  was  pub¬ 
lished  in  the  December,  1919,  Monthly  Labor  Review.  It  was  also 
shown  during  the  hearings  of  this  commission,  according  to  the 
exhibits  submitted  by  the  coal  operators  themselves,  that  the 
average  earnings  of  pick  miners  in  northern  Illinois  were,  during 
the  year  1918-19,  under  $1000  a  year. 

It  must  be  remembered  that  the  earnings  of  the  coal  miners  are 
considerably  decreased  by  such  customary  deductions  as  contri¬ 
butions  to  the  various  fraternal  organizations,  death  and  accident 
funds,  doctor’s  care  and  medical  supplies,  union  dues,  rents  and 
payment  for  blacksmith.  <f 
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Mr.  Herbert  Hoover,  in  his  inaugural  address  before  the 
American  Institute  of  Mining  and  Metallurgical  Engineers, 
February  17,  1920,  said: 

Many  of  the  questions  of  this  industrial  relationship  in¬ 
volve  large  engineering  problems,  as  an  instance  of  which  I 
know  of  no  better  example  than  the  issue  you  plan  for  discus¬ 
sion  to-morrow  in  connection  with  the  soft-coal  industry. 
Broadly,  here  is  an  industry  functioning  badly  from  an 
engineering  and  consequently  from  an  economic  and  human 
standpoint.  Owing  to  the  intermittency  of  production, 
seasonal  and  local,  this  industry  has  been  equipped  to  a 
peak  load  of  25  or  30  per  cent  over  the  average  load.  It  has 
been  provided  with  a  25  to  30  per  cent  larger  labor  comple¬ 
ment  than  it  would  require  if  continuous  operation  could 
be  brought  about.  .  . .  There  lies  in  this  intermittency  not 
only  a  long  train  of  human  misery  through  intermittent 
employment,  but  the  economic  loss  to  the  community  of 
over  100,000  workers  who  could  be  applied  to  other  produc¬ 
tion,  and  the  cost  of  coal  could  be  reduced  to  the  consumer. 
This  intermittency  lies  at  the  root  of  the  last  strike  in  the 
attempt  of  the  employees  to  secure  an  equal  division  among 
themselves  of  this  partial  employment  at  a  wage  that  could 
meet  their  view  of  a  living  return  on  full  employment. 

This  statement  of  Mr.  Hoover  gets  at  the  gist  of  the  whole 
problem.  The  mine  workers  contend  that  the  industry  owes  to 
them  a  living  wage.  This,  they  believe,  they  do  not  secure. 
The  report  of  Robinson  and  Peale,  the  gentlemen  who  rendered 
the  majority  report  of  the  1919  Coal  Commission,  said  that  the 
principal  causes  of  this  irregularity  of  employment  in  the  coal 
industry  are  the  unusual  character  of  the  market,  and  the  inade¬ 
quate  railroad  car  supply.  However,  there  is  another  factor 
which  cannot  be  overlooked  —  one  of  the  two  main  causes  of 
idleness  —  and  that  is  the  overdevelopment  of  the  industry. 
The  Bituminous  Coal  Commission  appointed  by  President  Wil¬ 
son  in  1919,  in  dealing  with  this  subject,  said: 

At  the  present  time  America  requires  less  than  five  hun¬ 
dred  million  tons  of  bituminous  coal  a  year,  while  the  capac- 


PROBLEMS  OF  THE  WAGE-EARNER 


30 

ity  of  the  mines  in  operation  is  over  seven  hundred  million 
tons.  Under  the  stimulus  of  war  demand  many  new  mines 
were  opened  and  many  old  ones  expanded  in  order  to  secure 
sufficient  coal  to  meet  the  exceptional  and  urgent  national 
requirements.  As  a  result,  the  coal  industry,  which  you 
speculatively  overdeveloped  before  the  war,  is  still  more 
overdeveloped  now  and  employs  more  capital  and  more 
labor  than  is  necessary  to  supply  the  present  needs  of  the 
country.  Full-time  employment  in  the  coal  mine  cannot, 
therefore,  be  expected  until  the  industry  is  put  on  such  a 
basis  that  only  those  mines  remain  in  operation  whose 
output  is  required  to  supply  the  needs  of  the  country. 

Remedial  measures.  Considerable  difficulty  has  been  experi¬ 
enced  in  the  marketing  of  bituminous  coal,  due  to  the  seasonal 
demand  for  it.  The  United  States  Bituminous  Coal  Commission, 
in  suggesting  a  remedy  for  the  evils  resulting  from  overexpansion, 
and  from  seasonal  irregularity,  makes  certain  suggestions  regard¬ 
ing  the  stabilizing  of  the  marketing  of  coal.  These  suggestions 
are,  briefly:  that  the  railroads  move  their  own  coal  in  the  other¬ 
wise  dull  months;  that  the  public  utilities  and  the  large  industries, 
such  as  steel,  increase  their  storage  capacity  in  order  to  purchase 
early  in  the  season;  that  the  Interstate  Commerce  Commission 
make  necessary  provision  to  permit  the  railroads  to  provide 
sufficient  cars;  that  the  banks  consider  eligible  for  rediscount  a 
paper  drawn  against  coal  in  storage. 

These  suggestions  meet  with  the  complete  approval  of  the 
United  Mine  Workers  of  America,  as  we  believe  that  if  they  were 
followed  out  in  practice,  it  would  result  in  the  elimination  of  a 
great  many  of  the  evils  growing  out  of  the  present  irregularity  of 
employment  in  the  coal  mining  industry. 

But  despite  the  fact  that  the  United  States  Bituminous  Coal 
Commission  recommended  the  adoption  of  this  plan,  yet  so  far  as  I 
know  not  one  of  these  proposals  has  been  carried  out  in  sufficient 
earnestness  to  appreciably  reduce  the  evils  complained  of.  The 
only  practical  course  to  be  followed  in  putting  into  effect  this  plan 
would  be  for  the  Government  to  adopt  a  drastic  regulatory  meas¬ 
ure,  and  of  course  this  could  only  be  made  practicable  by  making 
it  financially  profitable  to  all  the  parties  affected  to  carry  out 
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their  recommendations.  A  measure,  such  as  this  one,  if  cairied 
out,  would  of  course  have  for  its  purpose  the  safeguarding  of  the 
interests  of  not  only  the  mine  worker,  but  also  those  of  the  con¬ 
sumer  and  the  employer. 

For  years,  the  question  of  guaranteeing  greater  continuity  of 
work  in  the  coal  mines  has  been  discussed,  but  so  far  nothing 
effective  has  been  done.  In  my  judgment  the  plan  suggested  by 
President  John  L.  Lewis  of  the  United  Mine  Workers  of  America 
to  the  President’s  Unemployment  Conference  at  Washington  is  the 
best  that  has  been  presented  to  date  as  a  remedy  for  the  evils  of 
unemployment  in  the  coal  industry.  This  plan  calls  upon  the 
F ederal  Government  to  extend  credit  to  the  unemployed  miner  as 
an  emergency  measure  to  help  tide  him  over  his  period  of  unem¬ 
ployment;  it  calls  for  Federal  legislation  requiring  individuals  and 
corporations  engaged  in  interstate  commerce  to  build  up  a  reserve 
labor  fund  to  be  used  to  pay  the  wages  of  employees  who  would 
otherwise  be  summarily  dropped  for  lack  of  work  —  a  measure 
designed  to  prevent  unemployment  in  the  future;  and  urging  an 
impartial  investigation  of  labor  costs  and  profits  by  the  proper 
governmental  authorities. 

The  need  for  stabilizing  the  coal  industry  is  immediate  and 
urgent.  Practicable  measures  to  this  end  should  be  undertaken 
at  once.  Every  year  the  industry  is  destroying  hundreds  of 
millions  of  tons  of  the  finest  coal  which  would  be  saved  to  society 
by  more  thorough  working  of  the  mines.  Along  with  that  goes 
human  waste  —  lost  time,  slack  work,  and  unemployment.  This 
leaves  the  worker  with  reduced  efficiency  because  of  worry,  in¬ 
security,  and  fear.  The  burden  of  unemployment  in  the  mine  is 
heavy  on  all  users  of  coal,  but  it  falls  with  crushing  weight  upon 
the  miners  and  their  families. 

What  the  miner  wants  is  not  less  work,  but  more  work  —  a 
regularization  of  the  industry  that  will  insure  steady  employment. 
We  earnestly  hope  that  the  American  Association  for  Labor 
Legislation,  which  has  done  such  magnificent  work  in  this  field, 
will  succeed  in  bringing  about  the  adoption  of  legislative  measures 
that  will  result  in  the  permanent  prevention  of  unemployment 
and  remove  forever  from  the  coal  industry,  as  well  as  other  in¬ 
dustries,  the  menace  of  involuntary  idleness. 
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5.  The  Business  Cycle  1 

With  whatever  phase  of  the  business  cycle  analysis  begins,  it 
must  take  for  granted  the  conditions  brought  about  by  the  pre¬ 
ceding  phase,  postponing  explanation  of  these  assumptions  until 
it  has  worked  around  the  cycle  and  come  again  to  its  starting- 
point. 

The  upward  swing.  A  revival  of  activity,  then,  starts  with  a 
legacy  from  depression:  a  level  of  prices  low  in  comparison  with 
the  prices  of  prosperity,  drastic  reductions  in  the  costs  of  doing 
business,  narrow  margins  of  profit,  liberal  bank  reserves,  a  con¬ 
structive  policy  in  capitalizing  business  enterprises  and  in  grant¬ 
ing  credits,  moderate  stocks  of  goods,  and  cautious  buying. 

Such  conditions  are  accompanied  by  an  expansion  in  the 
physical  volume  of  trade.  Though  slow  at  first,  this  expansion  is 
cumulative.  In  time  an  increase  in  the  amount  of  business  which 
grows  more  rapid  as  it  proceeds  will  turn  dullness  into  activity. 
Left  to  itself  this  transformation  is  effected  by  slow  degrees;  but 
it  is  often  hastened  by  some  propitious  event,  such  as  exception¬ 
ally  profitable  harvests,  or  heavy  purchases  of  supplies  by  the 
Government. 

A  partial  revival  of  industry  soon  spreads  to  all  parts  of  the 
business  field.  For  the  active  enterprises  must  buy  materials  and 
current  supplies  from  other  enterprises,  the  latter  from  still 
others,  etc.  Meanwhile  all  enterprises  which  become  busier  em¬ 
ploy  more  labor,  use  more  borrowed  money,  and  make  higher 
profits.  There  results  an  increase  in  family  incomes  and  an 
expansion  of  consumers’  demands,  which  likewise  spreads  out  in 
ever-widening  circles.  Shopkeepers  pass  on  larger  orders  to 
wholesale  merchants,  manufacturers,  importers,  and  producers  of 
raw  materials.  All  these  enterprises  increase  the  sums  they  pay 
to  employees,  lenders,  and  proprietors.  In  time  the  expansion  of 
orders  reaches  back  to  the  enterprises  from  which  the  initial 
impetus  was  received,  and  then  the  whole  complicated  series  of 
reactions  begins  afresh  at  a  higher  pitch  of  intensity.  All  this 
while  the  revival  of  activity  is  instilling  a  feeling  of  optimism 
among  business  men. 

The  cumulative  expansion  of  the  physical  volume  of  trade  stops 

1  Adapted  from  Business  Cycles,  by  Wesley  C.  Mitchell,  pp.  571-79.  Copyright 
by  the  author.  The  University  of  California  Press,  publishers. 
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the  fall  in  prices  and  starts  a  rise.  For,  when  enterprises  have  in 
sight  as  much  business  as  they  can  handle  with  existing  facilities, 
they  stand  out  for  higher  prices  on  additional  orders.  This  policy 
prevails  because  additional  orders  can  be  executed  only  by  break¬ 
ing  in  new  hands,  starting  new  machinery,  or  buying  new  equip¬ 
ment.  The  expectation  of  its  coming  hastens  the  advance. 
Buyers  are  anxious  to  secure  large  supplies  while  the  quotations 
continue  low,  and  the  first  signs  of  an  upward  trend  bring  out  a 
rush  of  orders. 

The  rise  of  prices  spreads  rapidly;  for  every  advance  puts 
pressure  on  some  one  to  recoup  himself  by  advancing  the  prices  of 
what  he  has  to  sell.  The  resulting  changes  in  price  are  far  from 
even:  retail  prices  lag  behind  wholesale,  and  the  price  of  finished 
products  behind  the  price  of  their  raw  materials.  Among  the 
last-mentioned  the  prices  of  mineral  products  reflect  changed 
business  conditions  more  regularly  than  do  the  prices  of  forest  and 
farm  products.  Wages  rise  more  promptly,  but  in  less  degree 
than  wholesale  prices;  interest  rates  on  long  loans  always  move 
sluggishly  in  the  earlier  stages  of  revival,  while  the  prices  of  stocks 
both  precede  and  exceed  commodity  prices  on  the  rise. 

In  a  great  majority  of  enterprises  larger  profits  result  from 
these  divergent  fluctuations  coupled  with  the  greater  physical 
volume  of  sales.  For  while  the  prices  of  raw  materials  and  of 
bank  loans  often  rise  faster  than  selling  prices,  the  prices  of  labor 
lag  far  behind,  and  the  prices  making  up  supplementary  costs  are 
mainly  stereotyped  by  old  agreements. 

The  increase  of  profits,  under  the  spell  of  optimism,  leads  to  a 
marked  expansion  of  investments.  The  heavy  orders  for  ma¬ 
chinery,  the  large  contracts  for  new  construction,  etc.,  which 
result,  swell  still  further  the  physical  volume  of  business,  and 
render  yet  stronger  the  forces  which  are  driving  prices  upward. 

Indeed,  the  salient  characteristic  of  this  phase  of  the  business 
cycle  is  the  cumulative  working  of  the  various  processes  which  are 
converting  a  revival  of  trade  into  intense  prosperity.  Not  only 
does  every  increase  in  the  volume  of  trade  cause  other  increases, 
every  convert  to  optimism  make  new  converts,  and  every  advance 
in  price  furnish  an  incentive  for  new  advances;  but  the  growth 
of  trade  also  helps  to  spread  optimism  and  to  raise  prices,  while 
optimism  and  rising  prices  support  each  other.  Finally  the 
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changes  going  forward  swell  profits  and  encourage  investments, 
while  high  profits  and  heavy  investments  react  by  augmenting 
trade,  justifying  optimism,  and  raising  prices. 

Causes  of  instability.  While  the  processes  just  sketched  work 
cumulatively  for  a  time  to  enhance  prosperity,  they  also  cause  a 
slow  accumulation  of  stresses  within  the  balanced  system  of 
business  —  stresses  which  ultimately  undermine  the  conditions 
upon  which  prosperity  rests. 

Among  these  is  the  gradual  increase  in  the  cost  of  doing  busi¬ 
ness.  The  decline  in  supplementary  costs  per  unit  ceases  when 
enterprises  have  secured  all  the  business  they  can  handle  with 
their  standard  equipment,  and  a  slow  increase  in  these  costs 
begins  when  the  expiration  of  old  contracts  makes  necessary  re¬ 
newals  at  higher  rates.  Meanwhile  prime  costs  rise  at  a  relatively 
rapid  rate.  The  price  of  labor  rises  both  because  of  an  advance  in 
nominal  wages  and  because  of  higher  rates  for  overtime.  More 
serious  is  a  decline  in  the  efficiency  of  labor,  because  of  the  em¬ 
ployment  of  undesirables,  and  because  crews  cannot  be  driven  at 
top  speed  when  jobs  are  more  numerous  than  men.  The  prices  of 
raw  material  rise  faster  on  the  average  than  the  selling  prices  of 
products.  Finally  numerous  small  wastes  creep  up  when  man¬ 
agers  are  hurried  by  the  press  of  orders. 

A  second  stress  is  the  accumulating  tension  of  investment  and 
money  markets.  The  supply  of  funds  available  at  the  old  rates 
fails  to  keep  pace  with  the  swelling  demand.  It  becomes  difficult 
to  negotiate  new  issues  of  securities  except  on  onerous  terms,  and 
men  of  affairs  complain  of  the  “  scarcity  of  capital.”  Nor  does  the 
supply  of  bank  loans,  limited  by  reserves,  grow  fast  enough  to 
keep  up  with  the  demand.  Active  trade  keeps  such  an  amount  of 
money  in  circulation  that  the  cash  left  in  the  banks  increases 
rather  slowly.  On  the  other  hand,  the  demand  for  loans  grows, 
not  only  with  the  physical  volume  of  trade,  but  also  with  the  rise 
of  prices,  and  with  the  desire  of  men  of  affairs  to  use  their  own 
funds  for  controlling  as  many  businesses  as  possible. 

Tension  in  the  bond  and  money  markets  is  unfavorable  to  the 
continuance  of  prosperity,  not  only  because  high  rates  of  interest 
reduce  the  prospective  margins  of  profit,  but  also  because  they 
check  the  expansion  of  the  volume  of  trade  out  of  which  prosperity 
develops.  Many  projected  ventures  are  relinquished  because 
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borrowers  conclude  that  interest  would  absorb  too  much  of  their 
profits. 

The  group  producing  industrial  equipment  suffers  especially. 
In  the  earlier  stages  of  prosperity  this  group  enjoys  exceptional 
activity.  But  when  the  market  for  bonds  becomes  stringent  and 
the  cost  of  construction  high,  business  enterprises  defer  the  execu¬ 
tion  of  plans  for  extending  old  or  erecting  new  plants.  As  a  result 
contracts  for  this  kind  of  work  become  less  numerous  as  the 
climax  of  prosperity  approaches.  Then  the  steel  mills,  foundries, 
machine  factories,  lumber  mills,  construction  companies,  etc.,  find 
their  orders  for  future  delivery  falling  off. 

The  larger  the  structure  of  prosperity,  the  more  severe  become 
these  internal  stresses.  The  only  effective  means  of  preventing 
disaster  while  continuing  to  build  is  to  raise  selling  prices  time 
after  time  high  enough  to  offset  the  encroachment  of  costs  upon 
profits,  and  to  keep  investors  willing  to  contract  for  fresh  in¬ 
dustrial  equipment. 

But  it  is  impossible  to  keep  selling  prices  rising  for  an  indefinite 
time.  In  default  of  other  checks,  the  inadequacy  of  cash  reserves 
would  ultimately  compel  the  banks  to  refuse  a  further  expansion 
of  loans  on  any  terms.  But  before  this  stage  has  been  reached, 
the  rise  of  prices  is  stopped  by  the  consequences  of  its  own 
inevitable  inequalities.  These  become  more  glaring  the  higher 
the  general  level  is  forced;  after  a  time  they  threaten  serious 
reductions  of  profits  to  certain  business  enterprises,  and  the 
troubles  of  these  victims  dissolve  that  confidence  in  the  security 
of  credits  with  which  the  whole  towering  structure  of  prosperity 
has  been  cemented. 

In  certain  fines  in  which  selling  prices  are  stereotyped  by  law, 
by  contracts,  for  long  terms,  by  custom,  or  by  business  policy, 
selling  prices  cannot  be  raised  to  prevent  a  reduction  of  profits. 
In  other  fines  prices  are  always  subject  to  the  incalculable  chances 
of  the  harvests.  In  some  fines  the  recent  construction  of  new 
equipment  has  increased  the  capacity  for  production  faster  than 
the  demand  for  the  wares  has  expanded  under  the  repressing 
influence  of  high  prices.  The  unwillingness  of  investors  to  let 
fresh  contracts  threatens  loss  not  only  to  the  contracting  firms 
but  to  the  enterprises  from  which  they  buy  materials.  Finally 
the  success  of  some  enterprises  in  raising  prices  fast  enough  to 
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defend  their  profits  aggravates  the  difficulties  of  the  men  who  are 
in  trouble. 

As  prosperity  approaches  its  height,  then,  a  sharp  contrast 
develops  between  the  business  prospects  of  different  enterprises. 
Many  are  making  more  money  than  at  any  previous  stage  in  the 
business  cycle.  But  an  important  minority  faces  the  prospect  of 
declining  profits.  The  more  intense  prosperity  becomes,  the 
larger  grows  this  threatened  group.  In  time  these  conditions 
bred  by  prosperity  will  force  radical  readjustment. 

The  downward  swing.  Such  a  decline  of  profits  threatens  con¬ 
sequences  worse  than  the  failure  to  realize  expected  dividends. 
For  it  arouses  doubt  about  the  future  of  outstanding  credits. 
Business  credit  is  based  primarily  upon  the  capitalized  value  of 
present  and  prospective  profits,  and  the  volume  of  credits  out¬ 
standing  at  the  zenith  of  prosperity  is  adjusted  to  the  great 
expectations  which  prevail  when  affairs  are  optimistic.  The  rise 
of  interest  rates  has  already  narrowed  the  margins  of  security 
behind  credits  by  reducing  the  capitalized  value  of  given  profits. 
When  profits  begin  to  waver,  creditors  begin  to  fear  lest  the 
shrinkage  in  the  market  rating  of  business  enterprises  which  owe 
them  money  will  leave  no  adequate  security  for  repayment. 
Hence  they  refuse  renewals  of  old  loans  to  enterprises  which 
cannot  stave  off  a  decline  in  profits,  and  press  for  settlement  of 
outstanding  accounts. 

Thus  prosperity  ultimately  brings  on  conditions  which  start  a 
liquidation  of  the  huge  credits  which  it  has  piled  up.  And  in  the 
course  of  this  liquidation  prosperity  merges  into  crisis.  Once 
begun  the  process  of  liquidation  extends  rapidly,  partly  because 
most  enterprises  called  upon  to  settle  put  similar  pressure  on  their 
own  debtors,  and  partly  because  news  presently  leaks  out  and 
other  creditors  take  alarm. 

While  this  financial  readjustment  is  under  way,  the  problem  of 
making  profits  is  subordinated  to  the  more  vital  problem  of  main¬ 
taining  solvency.  Business  managers  nurse  their  financial  re¬ 
sources  rather  than  push  their  sales.  In  consequence  the  volume 
of  new  orders  falls  off  rapidly.  The  prospect  of  profits  is  dimmed. 
Expansion  gives  place  to  contraction.  Discount  rates  rise  higher 
than  usual,  securities  and  commodities  fall  in  price,  and  working 
forces  are  reduced.  But  there  is  no  epidemic  of  bankruptcy,  no 
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run  upon  banks,  and  no  spasmodic  interruption  of  ordinary 
business  processes. 

Crises,  however,  may  degenerate  into  panics.  When  the  pro¬ 
cess  of  liquidation  reaches  a  weak  link  in  the  chain  of  interlocking 
credits  and  the  bankruptcy  of  some  conspicuous  enterprise  spreads 
unreasoning  alarm,  the  banks  are  suddenly  forced  to  meet  a 
double  strain  —  a  sharp  increase  in  the  demand  for  loans  and  in 
the  demand  for  repayment  of  deposits.  If  the  banks  meet  both 
demands,  the  alarm  quickly  subsides.  But  if  many  solvent  busi¬ 
ness  men  are  refused  accommodation  at  any  price,  and  depositors 
are  refused  payment  in  full,  the  alarm  turns  into  a  panic.  A 
restriction  of  payments  by  banks  gives  rise  to  a  premium  upon 
currency,  to  hoarding  of  cash,  and  to  the  use  of  various  unlawful 
substitutes  for  money.  Interest  rates  may  go  to  three  or  four 
times  their  usual  figures,  causing  forced  suspensions  and  bank¬ 
ruptcies.  There  follow  appeals  to  the  Government  for  extraordi¬ 
nary  aid,  frantic  efforts  to  import  gold,  the  issue  of  clearing-house 
loan  certificates  and  an  increase  in  bank-note  circulation  as  rap¬ 
idly  as  the  existing  system  permits.  Collections  fall  into  arrears, 
workmen  are  discharged,  stocks  fall  to  extremely  low  levels,  com¬ 
modity  prices  are  disorganized  by  sacrifice  sales,  and  the  volume 
of  business  is  violently  contracted. 

The  depression.  There  follows  a  period  during  which  depres¬ 
sion  spreads  over  the  whole  field  of  business  and  grows  more 
severe.  Consumers’  demand  declines  in  consequence  of  wholesale 
discharge  of  wage-earners.  With  it  falls  the  business  demand 
for  raw  materials,  current  supplies,  and  equipment.  Still  more 
severe  is  the  shrinkage  in  the  investors’  demand  for  construction 
work  of  all  kinds.  The  contraction  in  the  physical  volume  of 
business  which  results  from  these  shrinkages  in  demand  is  cumula¬ 
tive,  since  every  reduction  of  employment  causes  a  reduction  in 
consumers’  demand,  thereby  starting  again  the  whole  series  of 
reactions  at  a  high  pitch  of  intensity. 

With  this  contraction  goes  a  fall  in  prices.  For  when  current 
orders  are  insufficient  to  employ  the  existing  equipment,  competi¬ 
tion  for  business  becomes  keener.  This  decline  spreads  through 
the  regular  commercial  channels  which  connect  one  enterprise 
with  another,  and  is  cumulative,  since  every  reduction  in  price 
facilitates  reductions  in  other  prices,  and  the  latter  reductions 
react  to  cause  fresh  reductions  at  the  starting-point. 
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The  fall  in  prices  is  characterized  by  certain  regularly  recurring 
differences  in  degree.  Wholesale  prices  fall  faster  than  retail,  and 
the  prices  of  raw  materials  faster  than  those  of  manufactured 
products.  The  prices  of  raw  mineral  products  follow  a  more 
regular  course  than  those  of  forest  or  farm  products.  Wages  and 
interest  on  long-time  loans  decline  in  less  degree  than  commodity 
prices.  The  only  important  group  of  prices  to  rise  is  high-grade 
bonds. 

The  contraction  in  the  volume  of  trade  and  the  fall  in  prices 
reduce  the  margin  of  present  and  prospective  profits,  spread  dis¬ 
couragement,  and  check  enterprise.  But  they  also  set  in  motion 
certain  processes  of  readjustment  by  which  the  depression  is 
overcome. 

The  prime  costs  of  doing  business  are  reduced  by  the  fall  in  the 
prices  of  raw  material  and  of  bank  loans,  by  the  marked  increases 
in  the  efficiency  of  labor  which  comes  when  employment  is  scarce, 
and  by  closer  economy  by  managers.  Supplementary  costs  are 
reduced  by  reduction  of  rentals  and  refunding  of  loans,  by  writing 
down  depreciated  properties,  and  by  admitting  that  a  recapitali¬ 
zation  has  been  effected  on  the  basis  of  lower  profits. 

While  costs  are  being  reduced,  the  demand  for  goods  begins 
slowly  to  expand.  Accumulated  stocks  left  over  from  prosperity 
are  exhausted,  and  current  consumption  requires  current  produc¬ 
tion.  Clothing,  furniture  and  machinery  are  discarded  and  re¬ 
placed.  New  tastes  appear  among  consumers  and  new  methods 
among  producers,  giving  rise  to  demand  for  novel  products. 
Most  important  of  all,  the  investment  demand  for  industrial 
equipment  revives.  Capitalists  become  less  timid  as  the  crisis 
recedes  into  the  past,  the  low  rates  of  interest  on  long-time  bonds 
encourages  borrowing,  and  contracts  can  be  let  on  most  favorable 
conditions. 

Once  these  forces  have  set  the  physical  volume  of  trade  to 
expanding,  the  increase  proves  cumulative.  Business  prospects 
become  gradually  brighter.  Everything  awaits  a  revival  of 
activity  which  will  begin  when  some  fortunate  circumstance  gives 
a  fillip  to  demand,  or,  in  the  absence  of  such  an  event,  when  the 
slow  growth  of  the  volume  of  business  has  filled  order  books  and 
paved  the  way  for  a  new  rise  in  prices.  Such  is  the  stage  of  the 
business  cycle  with  which  the  analysis  begins,  and,  having  ac¬ 
counted  for  its  own  beginning,  the  analysis  ends. 
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6.  Effect  of  the  Business  Cycle  on  Labor 

Labor’s  interest  in  the  cycle.  The  business  cycle  is  one  of  the 
influences  of  the  modern  business  world  profoundly  affecting  the 
economic  well-being  of  the  propertyless  wage-earner.  On  the 
whole,  this  influence  is  decidedly  an  evil  one;  indeed,  it  is  im¬ 
possible  to  estimate  the  extent  of  the  injury  done  to  the  working 
population  by  reason  of  the  constant  uncertainty  and  distrust  of 
the  future  generated  by  the  business  cycle,  and  to  the  entire  pro¬ 
ductive  structure  of  society  through  reaction  of  the  workers  to 
these  conditions.  From  the  preceding  description  of  the  cycle  it 
is  to  be  noted  that  the  phenomena  connected  with  it  pass  through 
three  rather  well-marked  phases.  There  is,  in  the  first  place,  the 
upward  swing  of  the  cycle  known  as  the  prosperity  period,  which 
culminates  in  the  short  and  rather  hectic  experience  of  “boom 
times.”  Secondly,  the  sudden  and  acute  breakdown  of  the 
industrial  and  credit  structure  at  the  climax  of  the  cycle  to  which 
is  given  the  name  “  crisis.”  Finally,  the  ensuing  period  of  depres¬ 
sion  during  which  the  economic  organization  of  society  is  working 
toward  a  new  point  of  equilibrium.  These  different  phases  do  not 
all  have  the  same  effect  upon  labor. 

The  upward  swing.  It  may  even  be  said  with  substantial  truth 
that  the  effect  of  the  first  period  of  the  business  cycle  upon  the 
welfare  of  labor  is,  on  the  whole,  good.  At  this  time,  two  con¬ 
flicting  tendencies  are  at  work,  the  one  to  worsen  the  economic 
condition  of  the  workingman,  the  other  to  better  it;  but  the 
balance  of  these  forces  is  usually  on  the  positive  side.  The  most 
prominent  feature  of  the  prosperity  phase  of  the  cycle  is  the  infla¬ 
tion  of  prices,  and  this,  if  unbalanced  by  conflicting  tendencies 
would  work  steadily  toward  a  lowering  of  the  real  wages  of  the 
workingman  and  an  undermining  of  his  standard  of  life.  Money 
wages  are  a  species  of  price  subject,  like  other  prices,  to  the  forces 
which  tend  to  raise  the  price  level.  But  the  rise  of  money  wages 
for  the  whole  mass  of  workers  is  never  rapid  enough  to  keep  pace 
with  the  prices  of  consumable  goods  winch  constitute  the  living 
costs  of  this  group. 

Decline  of  real  wages.  There  are  two  major  reasons  for  this. 
In  the  first  place,  money  wages  are  controlled,  to  a  greater  or  less 
degree,  by  contract.  The  term  of  employment,  for  all  but  the 
lowest  grades  of  labor,  is  fixed  or  implied  in  the  contract  to  cover  a 
period  extending  from  one  week  to  a  year,  according  to  the 
custom  of  the  business  world  with  respect  to  the  particular  occu¬ 
pational  group  in  question.  During  this  period  the  question  of  a 
revision  of  the  wage  bargain  does  not  arise  automatically  but 
must  be  pressed  forward  as  an  emergency  issue  by  the  employee 
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in  opposition  to  the  general  usage  of  the  business  world.  This 
handicap  is  felt  especially  by  the  higher  ranks  of  workers  —  the 
so-called  “salariat”  —  whose  money  wage  is  usually  assumed  to 
be  fixed  for  one  year  from  the  date  of  the  wage  contract.  An 
alert  and  aggressive  labor  group  not  embraced  in  this  custom  of 
the  yearly  contract  may  succeed  in  shortening  the  gaps  between 
the  dates  of  the  revision  of  the  wage  bargain.  But  even  in  their 
case,  it  is  almost  impossible  to  prevent  some  lag  between  the  rise 
of  their  money  income  and  the  cost  of  living;  for  market  prices 
rise  continuously  and  without  cessation,  and  money  wages,  ad¬ 
justed  periodically  to  equate  the  income  of  the  worker  to  current 
living  costs,  are  quickly  left  behind  in  the  race. 

The  decline  in  real  wages  which  results  from  this  lack  of  corre¬ 
spondence  between  the  rise  of  money  wages  and  other  prices,  does 
not  apply,  therefore,  in  equal  degree  to  all  groups  of  workers,  but 
varies  with  the  practice  of  the  business  world  in  respect  of  the 
length  of  term  embraced  in  the  wage  contract.  There  is,  more¬ 
over,  another  factor  tending  to  prevent  this  correspondence. 
Wage-earners  may  be  viewed  as  sellers  of  a  commodity  whose 
price  is,  within  broad  limits,  controlled  by  the  forces  of  demand 
and  supply.  In  the  absence  of  restrictive  time  contracts,  the 
influence  which  they  might  exert  upon  the  price  of  their  com¬ 
modity  —  money  wages  —  could  only  be  exerted  through  an 
exercise  of  that  power  which  any  selling  group  possesses :  namely, 
control  over  the  supply  of  the  commodity.  For  the  wage-earner, 
under  conditions  of  competition  among  buyers,  this  power  con¬ 
sists  fundamentally  in  his  willingness  and  ability  to  withdraw  his 
labor  from  one  employer  and  offer  it  to  another,  whenever  it  is  to 
his  advantage  to  do  so.  It  is  by  playing  off  one  buyer  against 
another  in  this  fashion  that  enterprisers  take  advantage  of  rising 
prices  to  their  own  profit.  But  the  position  of  the  laborer  as  a 
seller  is,  in  some  respects,  unique.  He,  alone  of  all  sellers,  must 
deliver  himself  with  his  commodity;  and,  if  the  transfer  from  one 
employer  to  another  covers  a  geographical  area  of  any  size,  the 
change  involves  a  removal  of  his  home  and  family  to  a  new  loca¬ 
tion.  The  costs  involved  in  this  change  —  money  expenses  of 
travel,  the  disrupting  of  neighborhood  ties  and  of  sentimental 
attachments  to  the  old  environment  —  operate  to  reduce  the 
mobility  of  the  workingman  and,  hence,  to  impair  his  effectiveness 
as  a  bargainer.  It  is  probable  that  these  forces  are  more  strongly 
felt  by  the  general  class  of  salaried  employees  than  by  the  recipi¬ 
ents  of  day  wages  —  by  that  class,  in  other  words,  whose  money 
income  is  most  subject  to  the  repressive  influence  of  the  time 
contract.  But  immobility  is,  to  a  greater  or  less  degree,  the  con- 
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dition  of  all  propertyless  wage-earners.  It  is  a  factor  which 
operates  independently  of  the  influence  of  the  time  contract  to 
prevent  a  continuous  readjustment  of  money  income  to  mounting 
costs  of  living. 

Evidence  of  the  failure  of  general  money  wages  to  keep  pace 
with  a  rising  price  level  during  a  period  of  inflation  is  available  in 
the  record  of  the  prosperity  phase  of  the  business  cycle  which 
culminated  in  the  crisis  of  1920.  Statistics  of  money  wages  com¬ 
piled  by  the  Bureau  of  Labor  Statistics  of  the  Department  of 
Labor  show  that,  in  the  initial  stages  of  the  price  inflation,  the 
money  income  of  the  working  population  fell  behind  the  mount¬ 
ing  cost  of  living;  and  that  this  discrepancy  continued  in  varying 
degree  throughout  the  entire  period.  Taking  19x3  as  the  base 
year  in  which,  for  purposes  of  comparison,  both  money  wages  and 
average  prices  may  be  assumed  to  be  100,  a  comparison  of  these 
two  factors  during  the  succeeding  seven-year  period  is  given  in 
the  following  table: 


Index  —  Wages  and  Prices  (Union  Scales) 


Yeas 

Wages 

per 

Hour 

Full  Time 
Hours 
per  Week 

Rate  Wages 
per  Week 
(Full  Time) 

Prices 

Real 

Wages 

1907 . 

90 

103 

92 

94 

98 

1908 . 

9i 

102 

93 

90 

103+ 

1909 . 

92 

102 

93 

97 

96 

1910 . 

94 

IOI 

95 

IOI 

94 

I9II . 

96 

IOI 

96 

93 

103 

1912 . 

98 

IOI 

98 

99 

99 

1913 . 

IOO 

IOO 

IOO 

IOO 

IOO 

I9I4 . 

102 

IOO 

102 

98 

104 

1915 . 

103 

99 

102 

IOI 

IOI 

1916 . 

107 

99 

106 

127 

84- 

I9U . 

114 

98 

1 1 2 

177 

63 

1918 . 

133 

97 

130 

194 

68 

1919 . 

155 

95 

148 

206 

72 

1920 . 

199 

94 

189 

226 

84- 

1921 . 

205 

94 

193 

!47 

131 

“  Real  wages”  obtained  by  dividing  weekly  wage  index  by  price  index,  thus  obtaining  purchasing 
power  of  weekly  wage. 


It  was  not  until  after  the  crisis  of  1920  that  money  wages  over¬ 
took  the  rising  cost  of  living.  Throughout  the  period  of  price 
inflation,  the  effect  of  rising  prices  was  to  reduce  the  real  wages. 

Compensating  factors.  Despite  the  testimony  of  these  sta¬ 
tistics,  however,  the  net  effect  of  the  prosperity  period  of  the 
business  cycle  upon  the  wage-earner  is,  as  stated  above,  probably 
good.  Statistics  of  money  wages,  like  those  contained  in  the 
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foregoing  table,  take  no  account  of  the  factor  of  unemployment 
which  must  be  drawn  into  our  calculations  before  we  can  estimate 
the  earnings  1  of  the  wage-earner  as  distinct  from  his  money 
wages.  During  the  first  phase  of  the  business  cycle  unemploy¬ 
ment  sinks  to  a  minimum,  approaching  the  zero  point  for  the 
only  time  in  the  normal  course  of  the  business  world.  It  is  a 
period  of  intense  business  activity  with  production  proceeding  at 
an  accelerating  rate  in  almost  all  lines  of  industry.  With  rare 
exceptions,  every  able-bodied  wage-earner  can  find  a  job  and  hold 
it  continuously  at  his  pleasure.  He  can  do  more  than  this;  in 
many  industries  he  can  work  overtime  at  rates  of  pay  frequently 
double  the  normal  rates.  Other  perquisites  come  to  him :  bonuses 
for  consistent  service,  shares  in  the  profits,  Christmas  presents  — 
bribes  offered  by  an  employer  keen  to  reduce  his  labor  turnover. 
Members  of  his  family  not  usually  employed,  the  wife  and 
children,  may  be  drawn  into  industry  to  replenish  the  exhausted 
supply  of  labor.  From  all  these  sources,  the  family  earnings  are 
increased  to  a  point  which,  even  allowing  for  the  lowered  purchas¬ 
ing  power  of  money  wages,  make  possible  an  elevation  of  the 
standard  of  living.  It  is  to  be  noted  that  a  part  of  these  earnings 
is  drawn  from  sources  that,  from  the  standpoint  of  social  welfare, 
would  be  detrimental  if  continuously  utilized.  Nevertheless, 
there  is  a  net  gain  for  all  concerned  —  to  the  other  members  of 
society  no  less  than  to  the  workingman  himself  —  in  the  reduction 
of  unemployment  which  characterizes  this  period. 

It  is  impossible  to  prove  statistically  the  extent,  or  even  the 
reality,  of  this  gain  to  labor  through  a  diminution  of  unemploy¬ 
ment  during  the  prosperity  phase  of  the  cycle;  for  no  adequate 
records  are  kept  of  the  actual  earnings  of  the  industrial  worker’s 
family.  General  observation  during  the  period  of  price  inflation 
immediately  preceding  the  crisis  of  1920,  however,  gave  consistent 
support  to  the  opinion  that  the  great  bulk  of  wage-earners  were 
enabled  at  this  time  to  raise  their  standard  of  living.  This  opinion 
received  further  confirmation  from  the  fact  that  most  of  those 
unemployed  after  the  crisis  found  it  possible  to  finance  their  own 
periods  of  idleness  from  accumulated  savings  without  recourse  to 
charity.  Speaking  in  more  general  terms,  the  consistent  reaction 
of  workingmen  in  favor  of  “cheap  money”  is  evidence  that  they, 
at  least,  consider  the  period  of  rising  prices  favorable  to  their 
interests. 

1  Earnings  are  the  money  wages  actually  received  by  the  workman  over  a  period 
of  time.  They  are  derived,  obviously,  by  multiplying  the  money  wages  by  the 
fraction  which  represents  the  average  unemployment  experience  of  the  group.  It 
requires  no  argument  to  prove  that  the  economic  welfare  of  any  section  of  the 
population  depends  upon  real  earnings  rather  than  upon  real  wages. 
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It  is  well,  however,  to  accept  this  conclusion  regarding  the 
beneficial  effects  of  the  first  phase  of  the  business  cycle  with 
strong  reservations,  and  to  employ  it  as  a  basis  for  further  infer¬ 
ences  only  with  great  caution.  Obviously  it  does  not  apply  to 
all  labor.  Those  grades  not  normally  subject  to  much  unemploy¬ 
ment  —  in  general,  the  salaried  group  —  gain  through  this  factor 
very  little  offset  to  the  decline  in  the  purchasing  power  of  their 
money  income.  Moreover,  with  regard  to  the  other  labor  groups, 
it  cannot  be  assumed  with  confidence  that  the  gain  from  increased 
employment  will  necessarily  outweigh  the  loss  through  the  rising 
cost  of  living.  This  is  especially  doubtful  during  times  of  gradu¬ 
ally  rising  prices  when  the  inflation  is  not  sufficiently  pronounced 
to  exert  an  appreciable  effect  upon  business  activity.  And  at 
best  any  favorable  conclusion  regarding  the  effect  upon  labor  of 
the  prosperity  phase  of  the  cycle,  must  be  formed  by  divorcing 
this  period  from  those  which  follow  and  considering  it  separately. 
As  soon  as  it  is  placed  in  its  proper  relationship  to  the  whole 
sequence  of  phenomena  which  constitute  the  business  cycle,  it 
becomes  apparent  that  any  possible  gains  are  more  than  counter¬ 
balanced  by  the  losses  which  follow. 

The  depression.  From  the  standpoint  of  labor,  the  second  and 
third  phases  of  the  business  cycle  differ  only  in  the  severity  of 
their  evil  effects.  Both  are  times  of  abnormal  unemployment. 
During  the  crisis  unemployment  reaches  its  high-water  mark;  all 
enterprises  are  confronted  with  the  urgent  necessity  of  reducing 
current  costs  and  resort  to  general  dismissal  or  lay-off  of  their 
work  forces  as  the  most  direct  means  of  accomplishing  this  end. 
Since  this  condition  is  almost  universal,  the  discharged  workman 
can  find  no  job  to  replace  the  one  he  has  lost.  The  calamity 
comes  without  warning.  An  army  of  unemployed  flocks  to  the 
cities,  filling  the  park  benches,  thronging  the  streets  in  a  weary 
round  of  job-hunting,  crowding  the  dockets  of  the  police  courts 
with  charges  of  begging  and  petty  offenses  against  property.  A 
graphic  picture  of  this  condition  of  unemployment  is  given  in  the 
following  section  which  treats  of  the  circumstances  attending  the 
crises  of  1915  and  1920. 

This  condition  of  abnormal  unemployment  continues  through 
the  depression  which  follows  in  the  wake  of  the  crisis,  but  with 
diminishing  severity.  After  the  collapse  of  the  industrial  and 
credit  structure  business  enterprise  is  slow  to  revive.  At  length, 
however,  the  accumulated  stocks  of  commodities  are  worked  off 
the  market.  The  first  halting  recovery  of  production  drains  the 
labor  market  of  a  part  of  its  excess  supply  and,  with  the  gradual 
increase  of  business  activity,  unemployment  subsides.  The  de- 
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pression  may  cover  a  span  of  several  years  during  which  unem¬ 
ployment  continues  at  an  abnormally  high  figure.  Though  the 
total  gradually  falls,  in  the  case  of  many  families  the  experience  of 
unemployment  will  be  practically  continuous  and  the  suffering, 
consequently,  progressive.  These  are  times  of  labor  unrest  and 
radicalism.  Desperation  born  of  protracted  misery  and  the 
apparently  hopeless  future  may  lead  to  open  violence  bordering 
on  civil  war. 

The  recovery  at  the  end  of  the  depression  is  never  all-inclusive. 
The  economic  organization  of  society  reaches  a  point  of  equilib¬ 
rium  through  the  process  of  finding  a  new  balance  between  the 
various  branches  of  production.  On  the  new  plane,  some  types  of 
enterprise  are  permanently  constricted  within  limits  narrower 
than  those  which  obtained  before  the  crisis;  others  are  expanded. 
A  part  of  the  labor  committed  to  the  former  group  of  industries 
must  be  transferred  to  new  occupational  groups,  bearing,  usually 
without  compensation,  the  costs  involved  in  the  process.  Above 
all,  the  entire  laboring  population  faces  fife  with  an  increased 
burden  of  anxiety  and  fear. 

7.  Effects  of  the  Crisis  of  1920  1 

Extent  of  unemployment.  Unemployment  in  1920-21  has  been 
far  greater  in  extent  than  in  1914-15.  Six  years  ago  the  total 
number  of  workers  forced  into  involuntary  idleness  was  estimated 
at  2,000,000,  with  at  least  as  many  more  on  only  part-time  em¬ 
ployment.  In  the  industrial  depression  there  were,  by  June  1, 
1921,  according  to  the  highest  official  estimates  4,000,000  em¬ 
ployees  idle  and  at  least  as  many  more  on  part  time. 

About  October,  1920,  unemployment  began  to  set  in  on  an 
unmistakably  large  scale.  On  December  9  the  United  States 
Department  of  Labor  announced  that  what  is  left  of  the  Federal 
Employment  Service  would  undertake  to  gather  statistics  of  un¬ 
employment  for  the  entire  country,  in  cooperation  with  other 
federal  and  state  agencies,  the  figures  to  be  published  at  regular 
intervals.  In  accordance  with  this  new  plan  the  first  number  of 
the  Industrial  Employment  Survey  Bulletin  was  published  by  the 
United  States  Employment  Service  in  January,  1921;  the  second 
number  appeared  in  March,  and  later  the  Bulletin  appeared 
monthly. 

On  January  25,  1921,  according  to  the  official  government 

1  From  the  American  Labor  Legislation  Review,  September,  1921. 
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figures  based  on  data  from  182  principal  industrial  cities  in  35 
states  and  the  District  of  Columbia,  there  were  3,500,000  fewer 
workers  employed  in  the  mechanical  industries  covered  than  in 
January,  1920  —  a  reduction  of  36.9  per  cent.  The  official  figures 
fall  short  of  disclosing  the  actual  extent  of  unemployment  in  that 
they  do  not  take  into  account  the  great  railroad  and  mining 
groups  and  the  smaller  firms  throughout  the  country  employing 
less  than  501  workers.  In  eight  basic  industrial  groups  the  degree 
of  unemployment  in  January,  1921,  as  compared  with  January, 
1920,  according  to  the  official  estimate,  was  as  follows:  Metal  and 
products,  machinery,  electrical  goods,  foundry  products,  30.5  per 
cent  fewer  employed;  building  trades,  52.4  per  cent  fewer  em¬ 
ployed;  packing  and  food  products,  19  per  cent  fewer  employed; 
textiles  and  products,  clothing,  hosiery  and  underwear,  35.5  per 
cent  fewer  employed;  leather,  its  products,  boots  and  shoes,  34.9 
per  cent  fewer  employed;  automobiles  and  accessories,  69.2  per 
cent  fewer  employed;  lumber,  house  furniture,  boxes  and  wood 
products,  32.3  per  cent  fewer  employed;  clay,  glass,  cement  and 
stone  products,  19.3  per  cent  fewer  employed,  which  meant  that 
in  these  great  industries  alone  there  were  on  the  average  as  high 
as  35.5  per  cent  fewer  persons  at  work  than  a  year  previous. 

The  American  Federation  of  Labor  on  February  28  announced 
that  a  canvass  under  way  by  organized  labor  covering  917  cities 
indicated  that  approximately  4,000,000  were  out  of  work. 

On  May  Day  the  Associated  Press  reported  that  estimates  from 
government,  labor,  and  industrial  officials  showed  more  than 
2,000,000  men  unemployed  in  19  States  —  a  large  proportion  of 
those  unable  to  obtain  work  being  in  the  industrial  sections  of  the 
Eastern  and  Central  States  —  while  reports  from  the  remaining 
29  States  indicated  that  the  total  for  the  country  was  between 
3,000,000  and  5,000,000  idle  workers.  On  June  1  the  “survey” 
published  by  the  Guaranty  Trust  Company,  relying  upon  “the 
most  reliable  estimates,”  placed  the  number  of  unemployed  at 
between  3,000,000  and  4,000,000.  These  estimates  were  substan¬ 
tiated  by  a  careful  study  of  figures  supplied  by  the  Department 
of  Labor  which  showed  that  the  number  of  unemployed  in  August 
of  this  year  totaled  approximately  three  and  a  half  million. 

Here  was  an  unemployment  crisis  of  appalling  magnitude. 
Following  past  experience  with  these  ever-recurring  depressions 
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■ —  particularly  the  crisis  of  six  years  ago  —  the  way  has  been 
opened  this  time  alarmingly  wide  for  the  quick  appearance  of 
acute  distress  and  destitution  on  a  scale  never  before  known. 
Yet  as  winter  dragged  out  its  course  and  gave  way  to  spring,  the 
reports  from  all  sections,  with  but  few  exceptions,  failed  to  record 
drastic  resort  to  emergency  relief  measures  or  suffering  among  the 
families  of  unemployed  at  all  commensurate  with  the  extent  of 
involuntary  idleness.  How  was  this  to  be  explained? 

Why  so  little  distress.  Unemployment  in  the  wunter  of 
1920-21,  although  twice  as  great  in  extent  —  according  to  highest 
official  estimates  —  as  during  the  previous  depression  of  1914-15, 
was  accompanied  by  far  less  acute  distress. 

The  outstanding  reason  given  for  this  was  the  unprecedented 
degree  to  which  unemployed  workers  tided  themselves  and  theii 
families  over  the  first  few  months  of  idleness.  By  using  up  their 
savings  and  selling  their  Liberty  Bonds,  and  to  a  less  extent  dis¬ 
posing  of  automobiles,  victrolas,  pianos,  and  other  valuables 
acquired  during  the  war  and  post-war  boom  —  even  in  many 
instances  sacrificing  paid-for  or  partly-paid-for  homes  —  the  un¬ 
employed  on  the  whole  carried  themselves  over  last  winter’s 
emergency  for  periods  ranging  from  three  to  nine  months. 

Charitable  and  relief  organizations,  therefore,  were  to  that 
extent  freed  from  a  burden  that  must  otherwise  have  quickly 
overwhelmed  their  resources  —  although  reporting  that,  as  it  was, 
they  had  to  expand  their  activities  greatly;  in  some  cases  toward 
spring  their  expenditures  for  material  aid  and  temporary  loans 
amounting  to  three  or  four  times  as  much  as  in  previous  years 
without  fully  meeting  the  need  for  relief,  while  in  many  places  it 
was  found  necessary  to  assist  with  charitable  aid  through  city 
appropriations. 

Preventive  measures.  Employers  succeeded  in  preventing  a 
large  amount  of  complete  unemployment  by  going  on  a  part-time 
basis.  Business  associations  reporting  from  41  cities  were  almost 
unanimous  in  stating  that  the  short  day  and  the  short  week  were 
used  as  a  rule  by  manufacturers  in  their  effort  to  avert  as  much 
joblessness  as  possible.  Shifting  and  rotating  employees,  though 
to  a  less  extent,  were  also  used.  There  was  some  “making  to 
stock,”  especially  in  basic  industries,  despite  the  uncertainty  of 
price  trends  in  raw  materials  and  of  the  buyers’  strike,  and  there 
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were  also  a  few  attempts  to  utilize  labor  in  making  plant  repairs  or 
improvements.  The  reports  warrant  the  estimate  that  if  emer¬ 
gency  plans  for  making  available  work  go  as  far  as  possible  had 
not  been  thus  generally  adopted  by  manufacturers  there  would 
have  been  twice  as  many  without  employment. 

Public  works  were  found  to  be  effective  for  relief,  serving  as  a 
sponge  to  absorb  jobless  workers.  Out  of  81  cities  sending  in¬ 
formation,  24  had  by  June  1  provided  bond  issues  and  appropria¬ 
tions  totaling  nearly  $10,000,000  expressly  for  the  purpose  of 
starting  or  pushing  forward  useful  public  works  as  an  aid  to  the 
unemployed  —  a  significant  showing  in  view  of  the  many  cities 
reporting  a  disposition  to  delay  even  their  regularly-planned 
public  works  pending  cheaper  transportation  and  construction 
costs.  No  city,  however,  had  provided  work  enough  to  take  care 
of  all  who  applied  —  at  least  half  in  most  cases  being  turned 
away.  Direct  hiring  was  the  rule  on  city  emergency  work,  as  was 
also  working  the  same  hours  and  applying  the  same  standards  of 
efficiency  as  is  required  for  regular  city  employment. 

Cities  generally  had  failed  to  make  any  efforts  to  reserve 
necessary  improvements  for  bad  seasons  or  bad  years.  Neither 
have  they  made  any  progress,  the  reports  show,  toward  maintain¬ 
ing  sinking  funds  to  be  used  in  starting  emergency  work  when 
needed. 

Public  employment  bureaus  were  helpful  in  relieving  unemploy¬ 
ment,  most  reports  commending  their  services.  Employers’ 
associations  in  19  out  of  28  cities  reporting  expressed  themselves 
as  favorable  to  the  public  employment  service,  only  5  registering 
opposition.  Some  employers’  bodies  criticized  the  private  fee¬ 
charging  agencies  for,  as  one  expressed  it,  “collecting  exorbitant 
fees  on  mythical  jobs.”  The  action  of  Congress  a  year  ago  in 
radically  curtailing  the  appropriation  for  the  United  States  Em¬ 
ployment  Service  was  criticized  in  many  reports  which  declared 
that  necessary  offices  had  to  be  closed  and  that  placement  activ¬ 
ities  had  thus  been  seriously  crippled.  In  all  cities  reporting, 
where  federal,  state  and  city  bureaus  were  in  existence,  they  were 
found  to  be  in  close  cooperation  not  only  with  each  other  but  also 
with  other  agencies  —  private  and  public  —  dealing  with  the 
unemployed. 

Community  organization  had  by  June  1  to  a  marked  extent 
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taken  the  form  of  emergency  committees  representing  both  public 
and  private  agencies.  In  no  less  than  18  cities  special  unemploy¬ 
ment  committees  appointed  by  mayors,  or  similar  public-private 
bodies,  were  created.  Activities  of  these  groups  ranged  from 
specific  campaigns  for  stimulating  emergency  public  works  and 
finding  temporary  jobs  in  private  employment  to  the  more  general 
work  of  coordinating  the  efforts  of  all  existing  relief  agencies.  In 
14  cities  where  organized  work  of  emergency  relief  was  confined 
to  committees  of  private  bodies  or  citizens,  it  was  found  that  in 
most  cases  the  committees  were  formed  to  bring  about  closer 
cooperation  between  existing  relief  agencies. 

Nearly  all  cities  that  had  any  experience  with  the  demoralizing 
results  of  “pauperization”  sent  in  warnings  to  “avoid  bread 
lines,  soup  kitchens,  money  gifts  or  other  indiscriminate  giving  of 
charitable  relief.”  Nine  cities  especially  condemned  the  giving  of 
undue  publicity  to  relief  plans  or  funds. 

Several  states  in  1921,  through  legislation,  expanded  their  sys¬ 
tems  of  state  employment  bureaus,  with  generous  additional  ap¬ 
propriations.  One  or  two  authorized  bond  issues  by  cities  for 
the  relief  of  the  unemployed.  Some  made  provision  for  road  con¬ 
struction.  Unemployment  insurance  bills  were  introduced  with 
strong,  representative  backing  in  two  States,  and  in  Wisconsin  the 
bill  was  advanced  to  a  favorable  committee  report  in  the  Senate. 
Two  States  on  opposite  sides  of  the  continent  furnished  a  striking 
contrast;  New  York  reorganized  its  labor  department,  on  the 
ground  of  “economy,”  in  such  a  way  that  a  serious  blow  was 
struck  at  the  state  employment  bureaus,  and  on  the  same  plea  of 
“retrenchment”  refused  to  advance  a  resolution  to  create  a  legis¬ 
lative  committee  to  coordinate  all  plans  for  public  works,  under 
way  or  contemplated  throughout  the  State  as  a  matter  of  first  aid 
to  the  jobless;  California,  on  the  other  hand,  enacted  a  compre¬ 
hensive  law  providing  for  permanent,  advance  planning  of  public 
works  by  state  departments  so  that  useful  jobs  may  be  made 
available  at  once  whenever  an  unemployment  emergency  sets  in. 

Federal  action,  aside  from  Secretary  Hoover’s  appeal  to  the 
states  to  help  by  letting  contracts  for  road  building  in  the  autumn 
wherever  practicable,  instead  of  waiting  until  next  spring,  was 
less  in  evidence.  Our  Government  suffered  in  this  respect  in  com¬ 
parison  with  Canada,  where  the  Government,  already  provided 
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with  a  well-organized  national-state  employment  service,  an¬ 
nounced  that  it  will  push  forward  public  works  scheduled  for  next 
summer  so  that  they  will  be  available  during  the  coming  winter 
to  combat  unemployment.  Canadian  government  officials,  too, 
called  a  conference  at  Vancouver,  August  10,  of  50  representative 
employers  and  government  and  municipal  officials  to  work  out  a 
definite  program  whereby  industry  would  assist  in  providing  jobs 
for  the  unemployed. 

Looking  immediately  ahead,  reports  from  many  sections  in  the 
United  States  warned  that  cities  must  prepare  for  severe  unem¬ 
ployment  during  the  coming  winter.  Relief  agencies  not  only 
pointed  out  that  the  unemployed  have  exhausted  their  own  sav¬ 
ings  and  valuables  and  cannot  continue  to  help  themselves  as  they 
did  last  winter,  but  they  also  found  that  unemployment  has  been 
increasing  faster  than  community  activities  have  been  planned 
to  combat  it.  While  an  encouraging  number  of  cities,  the  reports 
show,  have  taken  measures  to  relieve  the  unemployed,  still  the 
great  majority  face  the  coming  winter  with  no  program  at  all  or 
merely  the  feeble  beginnings  of  constructive  relief.  The  opinion 
is  widely  held  that  unless  the  industrial  cities  promptly  “dig  in” 
unemployment  in  many  sections  will  become  unmanageable  with 
the  advent  of  cold  weather. 

Definite  conclusions  as  to  the  proper  measures  for  combating 
unemployment  were  forthcoming  out  of  the  experiences  of  66 
cities.  Of  these,  23  laid  stress  upon  expansion  of  public  works  as 
the  most  successful  measure  within  their  experience;  16  empha¬ 
sized  temporary  jobs  and  the  giving  of  material  relief,  where 
necessary,  only  when  earned;  15  regarded  proper  community 
organizations,  including  “mayors”  committees  as  a  prime  neces¬ 
sity;  14  were  especially  aided  by  the  efforts  of  employers  to  pro¬ 
vide  part  time  employment  by  means  of  the  short  day,  short  week 
and  the  “making  to  stock”;  and  8  secured  notably  good  results 
through  public  employment  bureaus. 


CHAPTER  III 

REMEDIES  FOR  UNEMPLOYMENT 
i.  The  Labor  Exchange 

Function  of  the  labor  exchange.  A  large  part  of  the  total  unem¬ 
ployment  existing  at  any  time  may  be  attributed  to  the  failure  of 
the  labor  market  to  work  out  a  precise  adjustment  of  the  supply 
of  labor  to  the  demand  for  it.  In  a  static  industrial  society  where 
processes  were  stereotyped  and  unchanging,  the  location  of  in¬ 
dustries  fixed,  and  the  various  lines  of  productive  activity  per¬ 
manently  held  in  a  state  of  equilibrium,  this  problem  of  mal¬ 
adjustment  would  either  not  arise  at  all  or  would  work  out  its  own 
correctives  in  short  order.  But  our  world  is  not  of  that  kind. 
On  the  contrary,  there  is  continual  change  and  transition  from  one 
technical  process,  or  from  one  geographical  location  to  another; 
the  ownership  of  our  enterprises  is  constantly  in  a  state  of  flux 
with  resulting  changes  in  method  and  direction;  the  proportions 
which  the  quantities  of  different  kinds  of  goods  and  services  bear 
to  one  another  are  never  in  stable  equilibrium.  Hence  it  follows 
that  the  amounts  of  labor  demanded  at  a  given  rate  of  wages  in 
a  given  locality,  or  by  a  given  employer,  or  in  a  particular  pro¬ 
ductive  group  are  constantly  rising  or  falling;  and  the  supply  of 
labor  must  fluctuate  in  harmony  with  these  changes  in  demand  if 
unemployment  is  not  to  occur  in  certain  industrial  centers.  This 
necessity  is  especially  urgent  during  that  period  of  readjustment 
which  follows  a  crisis;  but  it  is  never  entirely  absent  even  when 
industry  is  proceeding  on  even  keel. 

Now  labor  is  not  a  highly  mobile  commodity.  When  changes  in 
the  amounts  or  kinds  of  labor  demanded  in  different  communities 
at  stable  rates  of  wages  occur  with  any  degree  of  suddenness,  the 
workmen  are  slow  to  adjust  themselves  to  the  new  conditions  of 
the  labor  market.  In  part,  this  lethargy  of  the  labor  supply  is 
due  to  inertia,  to  the  bonds  of  sentiment  which  attach  the  wage- 
earner  to  his  neighborhood,  or  to  other  forces  which  influence  the 
behavior  of  the  workman  in  common  with  all  other  human  beings. 
But  in  some  measure  it  is  caused  by  mere  ignorance  of  the  condi¬ 
tions  of  the  labor  market  outside  the  workman’s  own  locality. 
The  unemployed  of  one  city  simply  do  not  know  that  jobs  are 
available  elsewhere  and,  if  left  to  their  own  devices,  have  no 
inexpensive  and  effective  means  of  finding  out.  The  labor  ex- 
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change  fits  into  the  situation  at  this  point.  It  is  a  clearing-house 
for  information  regarding  the  demand  and  supply  of  labor.  As  a 
part  of  a  nation-wide  organization,  it  registers  and  classifies  both 
the  unemployed  and  the  available  jobs  in  each  locality  with  a 
view  toward  bringing  together,  with  a  minimum  of  delay  and 
friction,  the  unfilled  jobs  and  the  idle  workmen  of  the  entire  dis¬ 
trict.  Whatever  effect  it  may  have  upon  the  problem  of  unem¬ 
ployment  must  be  exerted  through  the  device  of  increasing  the 
mobility  of  labor. 

In  the  absence  of  public  provision  for  labor  exchanges,  this 
function  will  be  undertaken  by  private  enterprisers  as  a  profit¬ 
making  activity.  A  string  of  registration  offices  will  be  set  up  in 
the  industrial  centers  of  a  state  or  region  to  which  idle  workmen 
may  apply  for  jobs.  These  offices  pool  the  information  they 
gather,  thus  working  out  an  adjustment  of  demand  and  supply 
in  the  labor  market  over  a  wide  area.  Since  they  are  organized 
for  profit,  they  charge  the  workman  who  uses  their  facilities  fees 
in  excess  of  the  cost  of  service. 

Evils  of  the  private  exchange.  Experience  with  the  private 
.abor  exchange  has  proved  that  this  institution  tends  to  abuse  its 
power.  The  social  interest  demands  that  all  such  devices  serve 
the  primary  purpose  of  reducing  and  preventing  unemployment, 
rather  than  palliate  the  evil  after  it  has  developed.  But  the 
private  owner  of  a  system  of  labor  exchanges  has  no  interest  in 
reducing  unemployment;  on  the  contrary,  his  profit  varies 
directly  with  its  amount.  He  is  tempted  to  increase  the  disease 
from  the  treatment  of  which  he  draws  his  revenue.  In  many 
cases  it  has  been  found  that  this  temptation  has  led  the  private 
exchange  into  practices  of  the  most  unscrupulous  kind.  For 
example,  instances  have  been  discovered  of  collusion  between  the 
owners  of  an  exchange  in  one  city  and  the  foremen  or  employment 
managers  in  another,  the  intention  being  to  maintain  a  constant 
demand  for  labor  from  the  city  in  question.  The  foreman’s  part 
in  this  partnership  of  iniquity  was  to  force  the  newly  employed 
workmen  to  vacate  their  jobs  in  the  shortest  possible  space  of 
time;  the  manager  of  the  exchange,  for  his  part,  was  to  keep  a 
stream  of  applicants  on  the  way  to  the  distant  city,  charging  fees 
for  this  service  which  he  divided  with  the  foreman. 

The  history  of  the  private  exchange  is  filled  with  similar  ex¬ 
amples  of  sharp  practice.  The  manager  of  such  an  institution  is 
essentially  a  broker  and  should  be  bound,  by  moral  and  ethical 
considerations  if  not  legally,  to  demand  a  fee  from  but  one  of  the 
two  parties  whom  he  serves.  But  many  of  the  exchanges  have 
charged  fees  from  both,  not  for  providing  service  but  merely  for 
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registering  the  applicant  for  employment,  on  the  one  hand,  and 
the  employer,  on  the  other.  This  has  enabled  them  to  lei^y  a 
double  tribute  upon  those  suffering  from  the  evil  of  unemploy¬ 
ment  merely  because  of  their  suffering,  and  not  for  the  relief  of  it. 
Other  examples  could  be  given.  Private  employment  agencies 
have  been  known  to  send  the  unemployed  workman  on  a  futile 
journey  to  a  distant  point  where  no  employment  existed,  equip¬ 
ping  him  with  cards  of  introduction  to  fictitious  employers. 
Many  times  the  fees  charged  have  been  exorbitant,  and  this  has 
been  especially  true  in  times  of  acute  distress  among  the  unem¬ 
ployed.  The  private  exchanges  have,  also,  worked  in  collusion 
with  loan  sharks  who  advanced  the  money  required  for  rail  fares 
on  chattel  mortgages  which  placed  the  workman  under  a  per¬ 
manent  bondage  of  debt.  In  short,  experience  with  this  institu¬ 
tion  has  proved  again  what  society  has  learned  from  bitter  experi¬ 
ence  in  other  lines  of  enterprise:  that  it  is  unsafe  to  entrust  the 
solution  of  a  social  maladjustment  to  a  private  enterpriser  who 
draws  his  profit  from  its  continuance. 

Organized  labor  has  a  grievance  against  the  private  labor 
exchange  which  has  not  yet  been  discussed.  The  system  easily 
lends  itself  to  the  purpose  of  strike  breaking,  and  has  often  been 
used  to  serve  this  purpose.  An  employer  whose  men  are  on  strike 
can  send  to  another  city  a  requisition  for  an  entirely  new  set  of 
workmen,  perhaps  concealing  the  reason  for  his  demand  for  labor. 
The  manager  of  the  exchange  quite  naturally  welcomes  this  kind 
of  business  since  it  creates  a  large  harvest  of  fees.  If  he  knows 
that  the  demand  is  virtually  a  demand  for  strike  breakers,  he  may 
either  make  up  a  force  of  strong-arm  men  who  are  informed  as  to 
the  true  nature  of  their  position  and  welcome  the  opportunity  to 
exercise  their  turbulent  dispositions;  or,  suppressing  the  informa¬ 
tion  about  the  strike,  he  may  send  workmen  —  even  union  men  — 
who  take  their  employment  in  good  faith  and  are  surprised  when 
they  discover  that  they  have  unwittingly  adopted  the  role  of 
“scabs.”  Quite  apart  from  the  bearing  of  this  activity  on  the  suc¬ 
cess  of  the  strike,  the  unions  have  found  that  it  creates  internal 
dissension  among  their  members.  Idle  members  of  a  local  union 
may,  without  intention,  contribute  to  the  defeat  of  their  fellow 
members  in  another  place.  When  the  system  is  used  to  recruit 
professional  strike  breakers,  on  the  other  hand,  it  is  functioning 
to  promote  the  bitterness  and  violence  which  follow  inevitably  in 
the  path  of  that  species  of  modern  free-booter. 

Regulation  of  the  private  exchange.  Because  of  these  abuses, 
most  of  our  States 1  —  thirty-eight  in  all  —  have  statutes  regulat- 

1  Summarized  from  an  article  on  “Legislation  on  Private  Employment  Agencies” 
in  the  Monthly  Labor  Review,  October,  1922. 
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mg  the  private  employment  agency.  Some  of  these  statutes  are 
thirty  years  old,  but  most  of  them  were  enacted  during  the  last 
decade.  There  are  certain  features  common  to  these  laws.  The 
agencies  are  licensed  and  open  to  inspection  by  government 
authorities;  they  are  required  to  keep  records  of  their  transactions; 
and  to  make  reports  at  intervals  setting  forth  the  details  of  their 
activities. 

The  regulatory  features  common  to  these  statutes  relate  to  the 
fees  charged  by  the  employment  agencies  and  to  their  obligations 
to  the  payer  of  these  fees.  It  is  a  common  requirement  that 
receipts  be  given  for  all  fees  collected  and  that  the  fee  be  returned 
to  the  applicant  if  he  has  failed  to  obtain  the  position  to  which 
he  was  referred.  Similarly  the  unemployed  workman  is  usually 
allowed  to  recover  any  registration  fee  he  may  have  paid  if  he  is 
not  furnished  with  work  through  the  agency  within  a  specified 
time.  Where  applicants  are  sent  out  of  town  and  then  fail  to  get 
work,  the  laws  of  some  States  provide  that  the  agency  pay  their 
traveling  expenses  in  addition  to  returning  the  fees.  In  many 
cases,  in  addition  to  providing  for  refunds,  the  laws  place  restric¬ 
tions  on  the  amount  of  the  fees  which  may  be  charged. 

Most  of  the  laws  contain  a  list  of  “acts  forbidden”  which  is 
illuminating  since  it  shows  the  lengths  to  which  the  unregulated 
agency  may  go  in  abusing  its  power.  The  most  frequent  of  these 
prohibitions  are:  misrepresentations  of  the  conditions  of  employ¬ 
ment;  falsifying  records;  trying  to  convey  the  impression  in  ad¬ 
vertisements  that  no  fees  are  charged;  sending  women  to  immoral 
resorts;  allowing  questionable  characters  to  frequent  the  agency; 
splitting  fees  with  employers  or  foremen;  sending  applicants  to 
positions  without  having  bona  fide  order  from  employer;  inducing 
workmen  to  leave  positions  in  order  to  seek  employment  through 
the  agency;  endeavoring  to  secure  the  discharge  of  employees. 
The  usual  penalty  for  these  offenses  is  fine  and  imprisonment. 

The  public  exchange.  In  addition  to  the  regulation  of  private 
employment  exchanges,  the  States  have  taken  steps  to  discharge 
this  function  through  publicly  owned  agencies.  Before  the 
World  War  there  were  in  existence  upwards  of  eighty  public 
exchanges,  maintained  by  twenty-three  States  and  a  number  of 
municipalities.  Because  of  insufficient  financial  provision,  or 
because  the  work  was  handled  by  mail  through  a  single  employ¬ 
ment  office  in  one  place,  the  system  in  some  of  these  States  — 
West  Virginia,  Maryland,  Nebraska  might  be  mentioned  as 
examples  —  was  virtually  impotent  to  discharge  its  functions. 
But  many  other  States,  including  the  large  industrial  common¬ 
wealths  of  New  York,  Massachusetts,  Illinois,  Wisconsin,  and 
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Ohio,  have  set  up  machinery  which  is  functioning  with  a  larg« 
degree  of  success.  A  good  illustration  of  these  more  effective 
systems  of  public  labor  exchanges  is  afforded  by  the  machinery  set 
up  in  New  York  by  the  statute  of  1914.1 

“  By  this  statute  a  bureau  of  employment  is  established  in  the 
state  department  of  labor,  under  the  immediate  charge  of  a  di¬ 
rector  who  must  be  under  civil  service  and  who  must  have  ‘  recog¬ 
nized  executive  and  managerial  ability,  technical  and  scientific 
knowledge  upon  the  subject  of  unemployment  and  administra¬ 
tion  of  public  employment  offices  and  recognized  ability  to  di¬ 
rect  investigations  of  unemployment.’  The  industrial  commis¬ 
sion  may  establish  such  local  offices  as  it  deems  necessary,  each 
to  be  in  charge  of  a  superintendent  under  the  general  supervi¬ 
sion  of  the  director.  These  local  offices  are  to  register  applica¬ 
tions  from  those  seeking  employment  or  employers  seeking  work¬ 
men,  and  make  periodic  reports  to  the  director.  Any  office  may 
be  subdivided  into  departments  for  men,  women,  and  juveniles, 
or  other  class  of  workmen.  The  service  is  to  be  free  and  penalties 
are  prescribed  for  the  acceptance  of  fees  by  officials.  A  coordina¬ 
tion  of  the  activities  of  the  local  bureaus  is  to  be  facilitated  by  a 
labor  market  bulletin  and  the  interchange  and  publication  of  fists 
of  vacancies.  Partial  recognition  is  given  to  the  European  policy 
of  joint  control  by  directing  the  commissioner  of  labor  to  appoint 
for  each  office  a  representative  committee  composed  of  employers 
and  employees,  with  a  chairman  agreed  upon  by  the  majority. 
On  the  request  of  a  majority  of  either  side  the  voting  on  any  ques¬ 
tion  must  be  so  conducted  that  there  shall  be  an  equality  of  voting 
power  between  employers  and  employees,  notwithstanding  the 
absence  of  any  member.” 

Similar  comprehensive  statutes  have  been  passed  in  the  in¬ 
dustrial  States  of  Illinois,  Ohio,  Wisconsin,  Massachusetts  and 
Pennsylvania.  As  stated  below,  the  efforts  of  these  organizations 
are,  however,  hampered  by  the  absence  of  any  system  covering 
the  national  area  in  a  unified  manner.  The  Federal  Government, 
it  is  true,  has  made  some  attempts  to  meet  this  problem.  In  con¬ 
nection  with  the  effort  to  place  immigrants  on  the  farms,  an 
employment  service  was  set  up  in  the  Bureau  of  Immigration  in 
1907.  As  a  part  of  the  war  policy,  and  in  order  to  reduce  the 
great  turnover  of  labor  which  resulted  from  uncontrolled  competi¬ 
tion  among  employers  working  on  government  contracts,  this 
service  was  widened  in  1918  to  cover  the  entire  country  and  to 
embrace  all  tvpes  of  labor.  At  that  time  the  service  was  sepa¬ 
rated  from  the  Bureau  of  Immigration  and  taken  over  by  the 

1  See  Commons  and  Andrews:  Principles  of  Labor  Legislation,  p.  298.  Harper  and 
Brothers,  publishers. 
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Department  of  Labor.  During  1918  a  rapid  expansion  occurred 
in  the  number  of  offices —  the  total  rising  to  832  concentrated  m 
the  principal  industrial  centers  —  and  in  the  geographical  area 
covered. 

Improvement  of  the  public  exchange.  The  testimony  of  ex¬ 
perts  who  have  studied  the  operations  of  the  Federal  Employment 
agencies  during  this  period  leave  no  doubt  as  to  its  effectiveness. 
Between  January,  1918,  and  March,  1919,  5,323,509  unemployed 
workmen  were  registered,  while  applications  were  received  from 
employers  totaling  10,164,000.  Of  the  registered  workmen 
almost  5,000,000  were  referred  to  positions,  of  whom  3,776,750 
were  successful  in  obtaining  employment.  Yet  in  the  spirit  of 
economy  which  followed  the  conclusion  of  the  War,  the  appropria¬ 
tions  for  this  service  were  so  drastically  reduced  that  it  was  forced 
to  discontinue  its  local  operations  entirely  and  has  at  the  present 
day  virtually  ceased  to  exist.  The  reasons  for  the  necessity  of 
a  federal  service  to  supplement  and  cooperate  with  the  state 
bureaus  are  thus  stated  by  the  leading  authorities  on  the  subject: 1 

Notwithstanding  the  good  work  of  a  few,  however,  the  state 
and  municipal  bureaus  are  still  far  from  furnishing  an  adequate 
medium  for  the  exchange  of  information  on  opportunities  for 
employment.  Only  about  half  the  States  are  represented.  Due 
to  lack  of  civil-service  requirements  many  of  the  managers  are 
political  place-holders  of  worse  than  mediocre  ability.  Some  of 
the  offices  exist,  as  has  been  seen,  only  on  paper;  others  are  poorly 
located,  in  out-of-the-way  places;  and  inadequately  heated, 
lighted,  and  ventilated.  Many  have  therefore  driven  away  the 
better  class  of  workers,  and  deal  only  with  casuals.  Appropria¬ 
tions  are  usually  too  small  for  efficiency.  A  uniform  method  of 
record-keeping  has  yet  to  be  adopted.  Statistics  are  non¬ 
comparable,  and  frequently  unreliable,  if  not  wholly  valueless. 
There  is  practically  no  interchange  of  information  between  vari¬ 
ous  offices  in  a  State,  or  between  States.  In  short,  workmen  are 
still  undergoing  want,  hardship,  and  discouragement  even  though 
often  within  easy  reach  of  the  work  which  would  support  them,  if 
they  but  knew  where  to  find  it. 

Nor  does  the  evil  end  there.  Every  one  who  has  studied  the 
problem  realizes  that  method  and  system  in  putting  men  and 
opportunities  for  work  in  touch  with  each  other  will  not  of  them- 

1  Commons  and  Andrews:  Principles  of  Labor  Legislation,  p.  302  f.  Harper  and 
Brothers,  publishers. 
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selves  prevent  over-supply  of  labor  or  of  jobs.  They  will  do  so  noi 
more  than  the  cotton  exchanges  guard  against  an  over-  or  under¬ 
supply  of  cotton.  They  will  serve  merely  as  levelers  in  the  scales 
of  labor  supply  and  labor  demand.  Besides  the  unemployment 
which  is  due  to  the  failure  of  men  and  jobs  to  find  each  other, 
there  is  much  due  to  other  causes  which  even  the  best  system  of 
employment  exchanges  would  not  directly  eliminate. 

But  close  students  agree  that  these  other  causes  of  unemploy¬ 
ment  cannot  be  successfully  attacked  without  a  basis  in  compre¬ 
hensive,  conscientiously  collected  information  such  as  cannot  be 
furnished  by  our  present  machinery  for  dealing  with  the  problem. 
Under  present  methods  there  exists  no  automatic,  cumulative 
means  for  collecting  facts.  This  results,  of  course,  in  exaggerated 
statements  in  both  directions.  Our  paucity  of  information  on 
this  complex  and  vital  question  has  continued,  even  though  labor 
problems  in  one  form  or  another  have  taken  the  lead  as  subjects 
for  legislation.  Any  scientific  lawmaking  on  the  programs  of 
social  insurance  —  especially  unemployment  insurance  —  and  of 
vocational  guidance  must  be  grounded  on  facts  of  relative  employ¬ 
ment  and  unemployment  of  the  workers,  by  trades,  by  sexes,  and 
by  ages.  Without  a  nation-wide  system  of  labor  exchanges,  no 
basis  can  exist  for  anticipating  in  an  accurate  manner  the  ebbs 
and  flows  of  the  demand  for  labor.  Without  concentration  of  the 
information  now  collected  and  now  held  separately  in  thousands 
of  separate  organizations  throughout  the  land,  the  possibility  of 
looking  into  the  future,  or  of  profiting  by  the  past,  is  out  of  the 
question. 


2.  A  Labor  Exchange  at  Work  1 
New  York  Exchange.  It  is  fortunate  that  a  great  industrial 
state  like  New  York  has,  at  this  time,  the  beginnings  of  an  ade¬ 
quate  public  employment  office  system  —  an  organized  bureau 
which  cannot  only  be  of  great  direct  aid  in  the  present  emergency, 
but,  what  is  of  far  more  importance,  an  organization  which  can 
bring  together  up-to-the-minute  data  on  the  labor  situation  and 
thus  be  in  a  position  to  suggest  ways,  both  to  employers  and 
employees,  in  which  some  of  the  present  difficulties  can  be  over¬ 
come,  and  point  to  remedies  which  will  relieve  the  situation. 

1  From  an  article  by  C.  B.  Barnes,  “Employment  and  the  Labor  Market,”  in 
the  American  Economic  Review,  vol.  8,  Supplement.  1918. 
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The  organization  of  a  State  Bureau  of  Employment  in  New 
York  was  commenced  in  1915,  and  at  the  present  time  the  Bureau 
has  offices  in  Buffalo,  Rochester,  Syracuse,  Albany,  and  New 
York  City,  with  small  branches  in  Auburn,  Oswego,  Williams- 
burgh,  and  Long  Island  City.  The  Bureau  has  an  administrative 
office  in  New  York  City,  to  which  are  sent  daily  reports  from  each 
office  throughout  the  State.  These  reports  from  the  large  in¬ 
dustrial  centers  of  the  State  enable  the  main  office  to  get  a  good 
general  view  of  the  labor  situation. 

As  evidencing  the  activity  of  the  offices  in  direct  placement 
work,  I  quote  you  a  few  figures  from  the  monthly  statistics. 
During  the  past  twelve  months  these  offices  have  registered  (both 
men  and  women)  a  few  over  90,000  people,  and  received  requests 
from  employers  for  nearly  114,000  workers.  The  offices  referred 
out  to  jobs  over  111,000  persons.  Up  to  this  time,  of  the  111,000 
persons  referred,  it  has  been  definitely  learned  that  73,370  have 
actually  secured  jobs.  Dividing  these  placements  according  to 
trades  and  occupations,  we  find  that  a  few  over  one  half  of  them 
are  in  the  manufacturing  and  mercantile  pursuits,  about  one  third 
are  casuals,  domestics  and  hotel  workers,  and  nearly  12  per  cent 
agricultural.  It  will  be  noted  that  only  90,000  people  were 
registered,  while  over  111,000  were  sent  out.  The  difference  here 
is  accounted  for  by  the  fact  that  the  offices  had  many  thousands 
of  names  on  the  registration  lists  prior  to  the  twelve  months’ 
period  for  which  we  are  giving  the  figures.  The  offices  have  been 
visited  in  this  past  year  by  many  thousands  more  than  the  90,000 
Spoken  of.  The  pressure  of  work  on  our  limited  force  at  the 
present  time  does  not  allow  the  registering  of  each  worker  who 
comes  to  us,  unless  there  is  a  job  ready  waiting  to  which  he  can 
be  sent. 

During  the  past  two  weeks,  our  offices  in  both  the  men’s  and 
women’s  departments  have  been  visited  by  hundreds  of  workers. 
There  is  no  office  that  does  not  report  more  than  100  applicants 
for  work  a  day,  and  some  of  the  offices  report  from  300  to  400 
seekers  for  jobs.  In  spite  of  this  fact,  we  hear  on  every  hand 
about  the  shortage  of  labor.  There  is  said  to  be  a  shortage  of 
workers  in  the  shipyards,  a  shortage  of  workers  in  the  munitions 
factories,  a  shortage  of  workers  in  the  knitting  mills,  and  in  many 
other  places  where  war  supplies  are  being  made.  Some  of  these 
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reports  are  true,  and  others  are  mere  exaggeration.  In  some 
cases  employers  give  out  the  word  that  they  will  need  300  or  3000 
workers,  meaning  thereby  that  they  expect,  in  the  course  of  the 
next  six  weeks  or  six  months,  to  take  on  this  number  of  workers, 
but  the  man  who  writes  up  the  story  knows  that  it  does  not  sound 
“good”  to  spread  the  demand  out  over  such  a  long  time,  and  so 
we  read  in  the  headlines  that  such  and  such  a  place  is  needing 
hundreds  of  thousands  of  workers.  For  instance,  on  a  certain  day 
about  the  first  of  November,  an  article  appeared  in  hundreds  of 
newspapers,  telling  that  400,000  workers  were  needed  in  ship¬ 
yards.  About  three  days  after  this  there  appeared  in  the  New 
York  Times  a  triple-headed  article  to  the  effect  that  the  Port 
Newark  Terminal  Shipyard  needed  12,000  men  and  requested  all 
men  able  to  do  work  in  this  line  to  give  up  their  jobs  and  go  to  the 
shipyards.  On  reading  this  article  I  first  ascertained  that  our 
New  York  office  had  on  that  day  between  400  and  500  men  who 
were  capable  of  doing  work  of  this  kind.  I  called  up  the  United 
States  Emergency  Fleet  Corporation,  and  got  their  employment 
manager.  On  stating  that  we  were  ready  to  send  them  men,  I 
was  informed  by  Mr.  Brady  that  they  did  not  need  any  men. 
When  I  quoted  the  newspaper  article  he  said  it  was  exaggerated. 
I  then  offered  to  send  him  a  few  skilled  men  in  certain  specific 
lines,  which  brought  out  the  fact  that  he  was  troubled  by  personal 
requests  of  workers  at  the  gates,  and  that  he  actually  had  over 
4000  registrations  on  his  books,  and  was  turning  away  men  every 
day.  This  is  but  a  single  example,  but  we  can  duplicate  this  in 
every  office  throughout  the  State,  so  that  this  one  case  can  be 
multiplied  many  times. 

Difficulties.  It  is  true  we  have,  in  the  past  few  months,  been 
unable  to  fill  many  orders,  but  mainly  because  these  orders  have 
called  for  certain  technically  trained  workers  in  a  fine  in  which 
there  is  such  a  demand  that  all  of  the  highly  skilled  in  that 
particular  line  have  been  taken  on. 

Where  we  have  investigated  scarcity  of  labor,  we  have  found 
three  predominant  factors;  either  the  call  was  for  trained  workers 
in  technical  lines;  or  the  demand  was  for  husky  laborers  to  do 
work  calling  for  strong  physique  and  endurance;  or  investigation 
showed  that  the  employer  was  offering  too  low  a  wage,  often 
coupled  with  long  hours  and  bad  working  conditions. 
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The  cure  for  the  last  factor  of  low  wages  and  bad  conditions  is 
too  self-evident  to  call  for  any  comment. 

As  to  the  second  factor,  the  call  for  laborers,  especially  laborers 
of  strong  physique,  is  a  very  fluctuating  one,  with  the  demand  in 
most  cases  exceeding  the  supply.  There  would  seem  to  be  good 
reason  to  believe  that  there  is  an  actual  shortage  in  this  line. 
Immigration  of  Huns,  Poles,  and  Slavs  has  practically  ceased. 
Many  Greek  and  Italian  reservists  returned  to  their  countries 
soon  after  the  outbreak  of  the  war.  We  have  depended  largely 
upon  these  races  for  our  laborers  and  very  few  native-born 
Americans  go  into  this  field.  In  spite  of  all  this,  however,  we  have 
time  and  again  in  our  different  offices  been  able  to  fill  orders  for 
laborers  where  the  wages  offered  were  high.  Apparently  some  of 
these  applicants  had  left  semi-skilled  jobs  because  the  wages 
offered  for  laborers  were  sufficiently  above  those  paid  for  semi¬ 
skilled  work  to  make  the  common  labor  attractive. 

As  regards  the  first  factor,  the  call  for  skilled  and  semi-skilled 
workers  in  technical  lines,  there  is  a  steady  and  persistent  demand 
for  the  very  highly  trained  men.  This,  however,  does  not  indi¬ 
cate  a  real  shortage  of  labor.  There  is  no  real  shortage  of  labor  in 
this  country  as  yet.  There  is,  however,  an  apparent  shortage 
which  can  be  remedied  by  adapting  ourselves  to  our  changed  con¬ 
ditions.  Let  us  look  into  the  facts  as  regards  the  labor  loss  result¬ 
ing  from  the  war,  in  New  York  State.  The  state  census  of  1915 
showed  a  total  population  of  9,687,000.  Calculating  from  the 
percentage  of  workers  shown  by  the  United  States  Census  of  1910, 
there  are  at  the  present  time  in  the  State  of  New  York  about 
3,300,000  persons  engaged  in  gainful  occupations.  On  the  other 
hand,  from  the  figures  given  out  as  well  as  from  liberal  estimates 
made,  the  Army,  Navy  and  the  Red  Cross  have  taken  about 
140,000  men  out  of  this  total  of  over  3,000,000  workers.  Another 
heavy  military  draft  will  have  to  be  made  before  the  labor  power 
of  the  State  is  materially  affected. 

The  truth  of  the  matter  is  that  until  a  very  short  time  ago  there 
has  been  a  great  loss  of  man  power  in  this  State  because  of  un¬ 
employment.  Every  one  is  aware  of  the  fact  that  until  three 
years  ago  an  advertisement  offering  any  position  with  fairly 
attractive  wages  would  bring  to  factory  or  plant  gates  a  large 
crowd  of  eager  applicants.  It  is  also  well  known  that  from  all  the 
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work  places  in  every  industrial  community  there  were  turned 
away  each  morning  hundreds  of  men  willing  to  work.  This  meant 
a  great  loss  of  man  power  to  the  country,  for  these  hundreds  and 
thousands  of  workers  lost  anywhere  from  three  days  to  three 
months  finding  a  proper  job,  and  the  total  loss  of  days’  work 
calculated  in  man  power  was  appalling.  Society  passed  over  this 
loss  without  notice  save  when  it  was  emphasized  by  bread  lines 
and  soup  kitchens.  Now  we  realize  what  we  were  wasting  and 
are  commencing  to  take  up  the  slack,  though  even  yet  hundreds 
are  turned  away  from  various  plants  every  morning. 

“But,”  says  the  employer,  “these  men  are  not  trained  or  are 
unfit  and  I  must  have  trained  men  right  away.”  Granted  that  a 
small  percentage  of  the  men  are  unfit  and  that  only  a  few  of  them 
are  technically  trained,  then  the  only  answer  is  that  employers  at 
their  own  or  at  government  expense  must  train  these  men.  The 
United  States  is  just  now  teaching  thousands  of  men  how  to 
shoot  a  gun  and  handle  a  bayonet.  Is  it  not  just  as  desirable,  in 
this  emergency,  to  teach  men  how  to  handle  a  tool  and  a  machine? 
Many  thousands  of  the  soldiers  are  at  this  time  just  as  unfamiliar 
with  the  rifle  and  the  bayonet  as  are  thousands  of  workers  with 
the  tool  and  the  machine.  More  men  than  are  now  trained  will 
be  needed  to  do  the  technical  work  coming  into  existence  through 
the  needs  of  the  war.  There  are  enough  human  beings  to  do  this 
work  and  now  is  the  time  to  prepare  for  the  training.  The  neces¬ 
sity  for  this  training  is  not  just  now  so  apparent,  because  the  real 
labor  shortage  is  not  yet  here.  This,  as  we  have  already  said,  is 
not  only  shown  by  the  number  of  workers  coming  to  our  employ¬ 
ment  offices,  but  in  the  last  few  weeks  we  are  constantly  hearing 
from  our  offices  throughout  the  State  of  this  plant  here  and  that 
plant  there  laying  off  men.  Sometimes  it  is  only  20  or  30  men. 
Other  times  it  is  from  300  to  500.  We  have  the  actual  data  of  the 
name  of  the  firm  and  the  number  laid  off  in  hundreds  of  cases. 
Various  causes  are  assigned.  Lack  of  materials  —  generally  steel 
or  coal  —  is  the  main  reason  given.  Some  plants  tell  that  the 
Government  has  requested  them  to  reduce  their  output  because  it 
is  non-essential.  Then,  too,  it  is  a  transition  period.  Certain 
plants  have  closed  down  so  that  they  may  change  their  ma¬ 
chinery  to  make  a  product  they  have  not  heretofore  produced. 

It  is  at  this  point  that  the  usefulness  of  the  public  employment 


REMEDIES  FOR  UNEMPLOYMENT 


61 


offices  becomes  so  apparent.  When  men  are  laid  off  at  one  place, 
there  should  be  a  common  center  to  which  they  can  turn  to  learn 
all  about  the  openings  either  in  their  own  vicinity  or  in  the 
country  at  large,  to  the  end  that  there  shall  be  as  little  loss  of  time 
between  jobs  as  possible.  The  importance  of  public  employment 
offices  is  now  recognized  on  every  hand.  The  American  Federa¬ 
tion  of  Labor  at  Buffalo  demanded  the  establishment  of  a  national 
bureau  of  employment,  not  only  for  the  present  needs,  but  for 
future  aid  in  the  demobilizing  of  our  army.  The  creation  of  such 
a  bureau  is  called  for  by  the  American  Association  for  Labor 
Legislation,  by  the  United  States  Labor  Department,  and  by  the 
United  States  Shipping  Board. 

In  the  meantime  the  newspapers  continue  to  proclaim  a  great 
shortage  of  labor  and  to  recite  stories  of  abnormal  earnings, 
especially  in  munition  factories.  This  adds  to  the  general  rest¬ 
lessness  caused  by  the  fact  that  we  are  at  war  and  results  in  much 
shifting  of  workers,  with  great  increase  of  ‘‘turnover”  and  the 
loss  of  man  power.  In  many  cases  where  labor  shortage  is  spoken 
of,  what  is  really  meant  is  the  “turnover.”  A  worker  reading  of 
labor  shortage  and  of  large  earnings  gets  restless,  quits  his  job, 
and  goes  hunting  the  wage  El  Dorado.  In  truth  such  places  are 
not  many.  Where  a  contractor  has  a  government  job  on  a  cost- 
plus-profit  basis  there  is  the  temptation  to  make  the  labor  item 
high,  for  his  percentage  comes  from  this  item  as  well  as  the  item 
of  materials.  But  inquiry  as  to  wages  made  in  a  large  munitions 
plant  with  a  straight  government  contract  brought  the  answer 
that  the  average  wage  of  the  3000  employees  was  “about  $3.00 
per  day.” 

To  sum  up:  There  are  in  this  country  enough  human  beings 
potentially  capable  of  doing  all  the  work  required,  and  that  too 
without  materially  (as  yet)  increasing  our  number  of  women 
workers.  But  large  bodies  of  workmen  will  have  to  be  trained 
and  retrained  to  meet  new  technical  needs,  and  employers  must 
face  the  problem  of  doing  this  training.  It  should  be  faced  now, 
for  until  it  is  done  the  method  will  be  for  one  employer  to  steal 
workers  from  the  other,  a  method  more  than  wasteful.  This  is 
already  being  done  to  such  an  extent  that  whole  communities  are 
hiring  so-called  employment  experts,  whose  only  experience  is 
shown  in  stealing  trained  workers  from  other  communities. 
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While  we  are  doing  this  stealing  in  our  effort  to  avoid  spending  the 
time  and  money  to  train  men,  we  are  jeopardizing  the  lives  of  our 
boys  in  the  French  trenches.  When  employers  have  been  ap¬ 
proached  on  the  subject  of  training  men  they  have  refused  on  the 
ground  that  as  soon  as  they  get  them  trained  the  men  will  be 
stolen  from  them. 

The  only  remedy  is  cooperation.  Might  I  suggest  that  a  con¬ 
ference  of  employers  and  representatives  of  labor  be  called  in  each 
industrial  center,  or  for  the  country  as  a  whole?  This  conference 
should  consider  the  subject  of  training  workers,  the  number  neces¬ 
sary  in  each  industry,  the  number  to  be  trained  by  the  different 
plants,  and  the  aid  which  could  be  given  by  those  industries  not 
then  needing  trained  workers.  Not  only  could  workers  be  trained 
in  the  factory,  but  every  plant  turning  out  machines  could  train 
workers  as  the  machine  was  building,  so  that  with  every  machine 
sent  out  there  would  also  go  a  trained  operative.  In  order  tc 
lessen  the  necessity  for  all-around  mechanics  who  require  long 
training,  the  subdivision  of  work  into  operations  ought  to  be 
carefully  considered.  Government  contracts  should  not  be  al¬ 
lotted  beyond  the  ability  of  the  section  to  furnish  the  necessary 
labor,  thus  saving  the  shifting  of  workers.  A  firm  with  a  contract 
which  must  be  finished  in  six  months  sends  out  an  appeal  asking 
that  hundreds  of  workers  be  sent  from  another  community. 
Work  is  more  mobile  than  labor. 

Correct  principles  of  labor  exchanges.1  The  principle  of  a 
labor  exchange  has  been  excellently  illustrated  by  the  manager  of 
an  employers’  labor  bureau  in  Indianapolis: 

These  bureaus  are  (he  said)  what  our  Soldiers’  and  Sailors’ 
Monument  was  to  the  travel-stained  carpenter  who  recently 
applied  for  a  job  to  a  contractor  engaged  in  building  some 
houses  in  a  suburb  of  Indianapolis.  In  answer  to  the  con¬ 
tractor’s  query,  “How  far  have  you  come?”  the  man  replied, 
“I’ve  walked  from  Soldiers’  Monument,”  explaining  that  he 
had  spent  his  last  penny  in  reaching  its  summit,  where  he 
could  obtain  a  view  of  the  surrounding  country  in  the  hope 
of  locating  new  work  in  the  course  of  construction.  Like  the 

1  From  an  article  by  W.  M.  Leiserson,  “The  Movement  for  Public  Labor  Ex¬ 
changes”  in  the  Journal  of  Political  Economy,  vol.  23,  1915.  Univei.uty  of  Chicago 
Press,  publishers. 
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monument,  these  bureaus  are  “pinnacles  of  observation,” 
constituting  the  shortest  cut  between  supply  and  demand. 

But  it  is  easy  to  say  that  the  monuments  shall  be  built;  it  is 
quite  another  thing  and  a  much  more  difficult  task  to  erect  them 
so  that  they  will  actually  stand  up  and  serve  the  whole  com¬ 
munity  as  “Pinnacles  of  Observation.” 

Recent  experience  has  shown  that  the  essential  administrative 
machinery  required  to  make  a  state  or  a  national  system  of  labor 
exchanges  successful  must  include: 

1.  A  civil  service  provision  that  will  make  tenure  of  office 
secure  for  every  member  of  the  staff,  including  the  director, 
that  will  eliminate  the  incompetent  political  worker  and 
attract  capable  people  to  make  a  career  of  employment  in 
the  service. 

2.  A  joint  committee  of  representative  employers  and 
workers  to  advise  in  determining  all  policies  of  management, 
and  to  assist  in  the  selection  of  the  staff  under  civil  service, 
so  that  they  may  have  confidence  that  the  members  of  the 
staff  will  conduct  the  work  impartially  as  between  capital 
and  labor.  The  members  of  the  committee  should  be  desig¬ 
nated  by  the  interests  which  they  are  chosen  to  represent. 

3.  An  accurate  and  reliable  system  of  records  designed 
to  show  quickly  and  completely  the  character  of  the  work  of 
the  offices  and  to  furnish  authoritative  statistics  on  the 
problem  of  unemployment. 

4.  Uniform  methods  and  records  for  the  whole  system  of 
exchanges  and  cooperation  and  interchange  of  information 
among  the  offices,  so  that  comparisons  could  be  made  easily 
and  labor  transferred  quickly  from  place  to  place  through 
the  offices. 

These  essential  administrative  requirements  cannot,  of  course, 
be  absolutely  insured,  but  no  bill  ought  to  be  sponsored  —  least 
of  all  by  organizations  of  social  reformers  —  that  does  not  contain 
these  provisions.  They  have  been  developed  in  the  States  which 
are  successfully  conducting  public  employment  offices,  some¬ 
times  in  spite  of  the  laws,  by  strong  personalities,  and  failure  has 
resulted  invariably  where  they  have  not  been  made  a  part  of  the 
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management.  It  is  disconcerting,  to  say  the  least,  to  see  students 
and  organizations  continuing  to  advocate  before  legislatures  bills 
which  do  nothing  more  than  establish  the  general  principle  of 
labor  exchanges,  when  this  is  now  recognized  in  more  than  half 
the  States,  and  when  the  greatest  need  is  to  work  out  methods  of 
effective  administration.  Under  exceptional  circumstances  such 
laws  might  become  effective,  as  when  administered  by  powerful 
and  enthusiastic  personalities;  but  ordinarily  they  result  only  in 
dismal  failures,  discreditable  to  the  whole  movement.  It  were 
much  better  to  have  no  new  legislation  at  all  than  to  enact  laws 
now  that  do  not  contain  the  proper  administrative  safeguards. 

Opposition  to  public  exchanges.  While  it  is  generally  conceded 
that  public  employment  offices  need  to  be  standardized  and 
united  into  a  national  system,  there  is  considerable  opposition  to 
the  movement  that  rarely  comes  out  in  the  open.  The  opposition 
comes  from  some  of  the  strongly  organized  employers’  associa¬ 
tions  and  from  highly  organized  skilled  trades.  It  is  an  opposi¬ 
tion  that  is  based  on  misconceptions  and  is  not  likely  to  prevail. 
The  employers’  associations  have  organized  central  employment 
bureaus  of  their  own  in  many  cities  and  they  find  these  most 
effective  weapons  in  fighting  organizations  among  their  em¬ 
ployees.  They  therefore  do  not  want  them  supplanted.  Strongly 
organized  trade  unions,  on  the  other  hand,  themselves  serve  as 
employment  offices  for  their  members,  and  they  fear  that  public 
offices  might  tend  to  weaken  their  organizations. 

But,  on  the  one  side,  far-seeing  employers  are  recognizing  that 
the  movement  for  public  labor  exchanges  is  inevitable  as  an 
efficiency  measure  which  will  organize  the  labor  market  on  a 
modern,  business-like  basis,  as  other  markets  have  been  organ¬ 
ized;  and  they  take  the  position  that  since  we  are  sure  to  have 
public  labor  exchanges  they  had  better  cooperate  and  see  that  the 
offices  are  efficiently  conducted.  On  the  other  side  the  workers 
in  the  unorganized  and  weakly  organized  trades  see  in  this  move¬ 
ment  an  attempt  of  the  government  to  help  them  by  organizing 
the  search  for  work.  Even  among  the  skilled  trades,  union  men 
are  beginning  to  see  that  the  alternative  to  a  national  system  of 
labor  exchanges  is  not  an  ideal  condition  in  which  the  unions  find 
work  for  all  their  members  and  thus  protect  themselves  against 
the  competition  of  unorganized  and  immigrant  workers.  The 
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real  condition  is  that  private  labor  agencies  and  the  increasing 
number  of  employers’  labor  bureaus  are  entirely  uncontrolled  in 
placing  these  people,  and  it  works  out  most  disadvantageously 
both  to  union  and  to  non-union  workers.  They  are,  therefore, 
demanding  that  the  Government  shall  conduct  the  labor  ex¬ 
changes  and  give  them  an  equal  share  with  employers  in  the 
management,  and  thus  insure  impartiality.  More  and  more  of 
the  state  federations  of  labor  are  taking  this  view  and  they  are 
urging  their  views  on  the  legislatures. 

It  may  be  noted  in  passing  that  the  same  kind  of  opposition  was 
encountered  by  the  European  labor  exchanges  in  their  early 
stages,  but  experience  removed  it  and  resulted  in  the  formation  of 
joint  committees  of  employers  and  workers  to  assist  in  the  man¬ 
agement  of  public  offices.  In  the  highly  organized  trades  the 
practice  has  developed  of  including  a  provision  for  an  employ¬ 
ment  exchange  in  the  trade  agreements  between  employers  and 
employees.  These  are  conducted  by  representatives  of  both  sides 
and  very  often  they  maintain  their  offices  in  connection  with  the 
public  labor  exchanges.  This  is  a  development  which  may 
reasonably  be  expected  in  this  country  as  soon  as  a  national  bu¬ 
reau  of  employment  succeeds  in  establishing  the  work  of  the  pub¬ 
lic  employment  offices  on  an  efficient  basis. 

In  concluding,  a  significant  tendency  may  be  noted  showing 
that  labor  exchanges  are  gaining  in  public  favor  and  esteem. 
Until  very  recently  they  were  called  in  this  country  “free  employ¬ 
ment  offices,”  and  were  considered  by  the  public  largely  as  more 
or  less  charitable  institutions.  Now  there  is  a  strong  tendency  to 
substitute  the  word  “public”  for  the  word  “free.”  The  New 
York  laws  call  its  exchanges  public  employment  offices,  and  the 
New  York  City  office  is  known  as  the  Public  Employment 
Bureau.  Most  of  the  bills  now  pending  before  the  state  legisla¬ 
tures  have  also  dropped  the  use  of  the  word  “free.”  It  was  just 
so  with  our  school  systems.  They  were  at  first  known  as  “free 
schools”  and  were  then  considered  largely  as  charitable  institu¬ 
tions.  When  they  became  generally  used  they  became  “public 
schools.”  The  movement  for  public  labor  exchanges  has  now 
acquired  such  a  momentum  that  the  word  “free”  is  rapidly  being 
eliminated  and  public  employment  offices  are  patronized  by  all 
classes  of  workers.  . 
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3.  Public  Works 

It  has  long  been  urged  by  students  of  the  problem  of  unemploy¬ 
ment  that  the  various  departments  of  government  might  well  use 
their  power  as  employers  of  labor  to  mitigate  in  some  measure  the 
extent  of  this  evil.  In  its  crudest  form,  this  proposal  is  but  a 
phase  of  the  “make-work”  fallacy  so  inherent  in  the  reasoning  of 
wage-earners,  and,  as  such,  is  worthy  of  very  little  consideration. 
But  the  policy,  if  carefully  worked  out  and  safeguarded  against 
mistaken  philanthropy,  would,  without  doubt,  afford  some  relief 
from  the  effects  of  industrial  fluctuation. 

Essentials  to  success.  A  program  of  public  works  as  a  partial 
solution  of  unemployment  must  not  attempt  too  much.  Its  aim 
should  be,  not  the  relief  of  distress,  but  the  steadying  of  the  labor 
market  by  making  the  demand  in  one  direction  —  that  of  public 
bodies  —  expand  or  contract  as  the  demand  in  other  directions 
contracts  or  expands.  Every  governmental  body  is  to  some 
extent  an  employer  of  wage-earners  and  the  larger  units  of  govern¬ 
ment  constitute  perhaps  the  greatest  single  source  of  demand  for 
labor.  With  the  increase  of  governmental  activity  and  the 
assumption  of  new  functions  by  States  and  municipalities,  this 
demand  for  the  services  of  ordinary  wage-labor  of  various  grades 
must  increase.  With  a  little  planning  these  activities  of  govern¬ 
ment  could  be  made  to  coincide  with  the  normal  slack  periods  of 
employment  in  private  enterprise;  the  construction,  repair  and 
painting  of  public  buildings,  the  paving  of  streets,  digging  of 
sewers,  planning  of  parks  —  to  mention  some  of  the  more  routine 
activities  of  government  —  could  be  carried  on  when  seasonal 
unemployment  was  at  a  high  point.  The  larger  undertakings  of 
the  State,  such  as  irrigation,  reclamation,  reforestation,  ship¬ 
building,  railroad  construction  and  the  like,  could  be  carried 
through  during  the  period  of  depression  which  follows  in  the  wake 
of  a  crisis. 

Certain  prerequisites,  both  of  purpose  and  method,  must  be 
present  to  make  such  a  policy  effective.  As  regards  purpose,  it  is 
essential  that  the  entire  program  be  carried  through  on  the  lines 
mapped  out  by  strict  business  principles.  No  motives  of  charity 
or  philanthropy  must  be  allowed  to  conflict  with  efficient  manage¬ 
ment  and  economical  financing  of  the  enterprise.  No  unnecessary 
work  should  be  undertaken  as  a  means  of  relieving  distress.  It 
must  be  borne  in  mind  that  the  Government  can  acquire  purchas¬ 
ing  power  only  through  the  process  of  diminishing  by  taxation  or 
borrowing  that  of  its  citizens;  and  that  to  transfer  this  purchasing 
power  from  private  hands  to  public  only  to  have  it  wasted  in  foot- 
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less  undertakings  must,  in  the  long  run,  impair  the  economic 
position  of  the  working  population. 

With  regard  to  method,  the  experience  of  European  govern¬ 
ments  has  established  certain  useful  principles  in  the  way  of 
working  rules.  In  the  first  place,  the  policy  is  effective  only  as 
a  part  of  a  more  thorough  and  comprehensive  program  for  the 
solution  of  the  problem  of  unemployment.  It  must  be  founded 
upon  a  system  of  statistical  research  carried  on  over  a  sufficiently 
long  period  of  time  to  afford  reliable  information  regarding  the 
trend  of  seasonal  and  cyclical  unemployment  percentages.  Only 
with  this  information  at  hand  can  any  government  plan  to  dis¬ 
tribute  its  future  demand  for  labor  in  such  a  manner  as  to  offset 
the  effects  of  industrial  fluctuations.  Given  this  essential  founda¬ 
tion,  the  next  step  is  to  budget  public  work  over  a  period  of 
considerable  length  —  say  ten  years  —  providing  for  the  financ¬ 
ing  of  the  program  by  means  of  reserves  for  that  purpose  from  the 
ordinary  revenues  of  government.  Moreover,  the  plan  should 
work  in  cooperation  with  a  system  of  public  labor  exchanges 
through  which  the  demand  of  the  Government  for  labor  can  be 
made  available  in  those  localities  where  unemployment  is  most 
acute.  Under  these  conditions,  a  program  of  the  amount  of 
public  work  contemplated  for  several  years  in  advance  may  be 
pushed  ahead  in  lean  years  and  in  the  months  when  private  em¬ 
ployment  is  at  a  low  ebb.  It  is  essential  to  the  success  of  the  plan 
that  the  work  be  done  in  the  ordinary  way,  the  workers  being 
employed  at  the  standard  wage  and  under  the  usual  working 
conditions  and  hired  on  the  basis  of  efficiency,  not  merely  because 
they  happen  to  be  unemployed. 

British  Labor  Party.  The  place  which  the  policy  holds  in  the 
program  of  the  British  Labor  Party  is  shown  in  the  following 
selection  from  a  draft  report  on  reconstruction  drawn  up  by  a 
committee  of  the  party  in  1918:  “It  is  the  duty  of  the  Govern¬ 
ment  to  adopt  a  policy  of  deliberately  and  systematically  prevent¬ 
ing  the  occurrence  of  unemployment,  instead  of  (as  heretofore) 
letting  unemployment  occur,  and  then  seeking,  vainly  and  ex¬ 
pensively,  to  relieve  the  unemployed.  It  is  now  known  that  the 
Government  can,  if  it  chooses,  arrange  the  Public  Works  and 
orders  of  National  Departments  and  Local  Authorities  in  such  a 
way  as  to  maintain  the  aggregate  demand  for  labor  in  the  whole 
kingdom  (including  that  of  capitalist  employers)  approximately  at 
a  uniform  level  from  year  to  year;  and  it  is  therefore  a  primary 
obligation  of  the  Government  to  prevent  any  considerable  or 
widespread  fluctuation  in  the  total  numbers  employed  in  times  of 
good  or  bad  trade. . . .  Moreover  in  order  to  relieve  any  pressure 
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of  an  overstocked  labor  market,  the  opportunity  should  be  taken, 
if  unemployment  should  threaten  to  become  widespread,  (a)  im¬ 
mediately  to  raise  this  school-leaving  age  to  sixteen;  ( b )  greatly  to 
increase  the  number  of  scholarships  and  bursaries  for  Secondary 
and  Higher  Education;  and  ( c )  substantially  to  shorten  the  hours 
of  labor  of  all  young  persons,  even  to  a  greater  extent  than  the 
eight  hours  per  week  contemplated  in  the  new  Education  Bill,  in 
order  to  enable  them  to  attend  technical  and  other  classes  in  the 
daytime.  Finally,  wherever  practicable,  the  hours  of  adult  labor 
should  be  reduced  to  not  more  than  forty-eight  hours  per  week, 
without  reduction  of  the  Standard  Rate  of  Wages.  There  can  be 
no  economic  or  other  justification  for  keeping  any  man  or  woman 
to  work  for  long  hours,  or  at  overtime,  whilst  others  are  unem¬ 
ployed.” 

4.  An  Employer’s  Solution  1 

The  notion  that  the  employer  has  any  element  at  all  of  respon¬ 
sibility  for  unemployment  which  requires  consideration  upon  his 
part,  though  accepted  by  some  of  them,  has  not  yet  lost  its 
novelty.  The  principal  obstacle  to  its  more  general  acceptance  is 
the  fact  that  the  moral  responsibility  for  unemployment  cannot 
invariably  and  entirely  be  laid  at  the  door  of  the  employer. 
Nevertheless  the  employer  can  both  reduce,  by  skillful  manage¬ 
ment,  the  amount  of  unemployment  among  his  employees,  and 
can  mitigate  the  hardship  of  such  unemployment  as  cannot  be 
avoided  by  making  reservations  for  contingencies  beyond  his 
control. 

The  Dennison  Manufacturing  Company  is  undertaking  to  work 
out  measures  for  meeting  this  twofold  responsibility.  Briefly 
outlined  the  principles  applied  for  prevention  and  the  plan 
adopted  for  relief  are  as  follows : 

Measures  for  the  prevention  of  unemployment.  The  fluctua¬ 
tion  of  employment  due  to  seasonal  conditions  of  demand  is  al¬ 
ways  a  bugbear  to  any  manufacturing  business  that  is  endeavor¬ 
ing  to  operate  harmoniously.  Through  it  the  working  force  is 
disorganized;  some  capable  employees  drift  away  or  lose  their 
keenness;  and  newcomers  at  the  next  period  of  increased  produc¬ 
tion  have  to  be  familiarized  with  their  duties  and  with  local  condi¬ 
tions.  It  is  true  that  the  seasonal  decline  affords  an  opportunity 
of  ridding  the  organization  of  those  whose  services  are  least 

‘From  the  Amerian  Labor  Legislation  Review,  Reprint  xi,  pp.  9-14. 
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profitable  to  retain,  and  here  and  there  an  employer  might  be 
found  who  would  consider  the  uncertainty  of  tenure  as  working 
out  to  his  own  advantage;  but  since  the  significance  of  labor 
turnover  has  become  apparent,  and  the  spirit  of  cooperation  is 
found  to  work,  not  only  justly  but  profitably,  there  has  been  a 
widespread  desire  to  stabilize  employment,  and  to  reduce  the 
seasonal  variation  to  a  minimum. 

At  the  plant  of  the  Dennison  Manufacturing  Company  a 
marked  reduction  of  seasonal  employment  has  been  effected  by 
the  application  of  certain  clearly  conceived  principles.  These 
principles  were  not  put  at  once  into  sudden  and  complete  opera¬ 
tion,  but  were  given  a  practical  try-out,  and  were  extended  first 
in  one  direction  and  then  in  another,  as  conditions  made  possible. 
In  the  nature  of  things,  any  very  considerable  reduction  must  be 
a  matter  of  gradual  development.  It  is,  indeed,  going  on  here 
to-day,  with  the  goal  far  ahead  of  present  attainment;  but  results 
so  tangible  have  been  secured  that  the  means  through  which  they 
have  been  achieved  are  no  longer  untested.  The  five  principles 
applied  include: 

a.  Reduction  of  seasonal  orders  by  getting  customers  to  order 
at  least  a  minimum  amount,  well  in  advance  of  the  season. 

This  has  been  accomplished  partly  by  merely  asking  for  the 
business,  partly  by  persuasive  salesmanship  and  partly  by  pro¬ 
mising  a  greater  security  as  to  delivery.  For  example,  originally 
paper  box  production  was  exceedingly  seasonal.  Orders  would 
not  come  in  in  any  large  number  until  late  in  the  summer,  and 
then  there  would  be  a  painful  rush  of  work  until  Christmas.  As  a 
result  of  modified  sales  policies,  however,  we  now  secure  a  con¬ 
siderable  number  of  our  holiday  orders  in  January,  and  even  get  a 
fairly  large  proportion  of  orders  for  Christmas  delivery  in  Novem¬ 
ber  and  December  of  the  preceding  year.  Similar  results  have 
been  accomplished  in  the  crepe  fine. 

b.  The  increase  of  the  proportion  of  non-seasonal  orders  with  a 
long  delivery  time. 

These  orders  are  either  “hold  orders,”  not  to  be  delivered  until 
a  certain  date,  or  orders  to  be  delivered  when  ready.  This  in¬ 
crease  is  brought  about  by  the  same  methods  of  selling  that 
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proved  effective  in  securing  the  transfer  of  the  seasonal  orders  to 
the  next  seasonal  period  as  outlined  in  (c)  above. 

c.  The  planning  of  all  stock  items  more  than  a  year  in  advance. 

The  general  method  is  as  follows:  Over  a  year  in  advance  a 

detailed  statement  of  just  what  stock  items  are  wanted  is  placed 
with  our  Warehousing  Department.  The  Warehousing  Depart¬ 
ment  works  out  a  minimum  monthly  schedule,  based  on  the  dis¬ 
tribution  of  the  last  year’s  sales.  Except  that  production  must 
be  kept  up  to  this  minimum,  the  producing  department  can  dis¬ 
tribute  the  work  as  seems  best. 

d.  The  planning  of  inter-departmental  needs  well  in  advance. 

Thus  the  orders  of  our  Gummed  Label  Department  for  boxes 

are  placed  at  the  beginning  of  the  year. 

By  the  means  suggested  in  the  foregoing  principles,  we  have 
converted  all  possible  seasonal  and  time-limited  orders  into 
articles  on  which  we  have  long  delivery  time,  and  can  thus  be 
produced  according  to  a  schedule  based  on  production  rather  than 
delivery  needs.  It  would,  however,  probably  be  impossible  to 
realize  benefits  as  fully  as  at  the  present  time,  if  we  were  in  a  trade 
characterized  by  sharp  style  variations;  but  even  under  such  con¬ 
ditions  it  is  probable  that  some  benefits  could  be  received. 

e.  The  building-up  of  “out-of-season”  items  and  the  varying 
of  our  lines  so  as  to  balance  one  demand  against  another. 

For  example,  we  are  developing  new  paper  box  items  of  a  sort 
that  are  not  used  for  holiday  purposes,  so  that  we  can  make  and 
sell  them  for  delivery  at  times  when  the  holiday  work  is  light. 
Items,  too,  that  are  securely  staple  in  nature,  can  safely  be  made 
at  any  time  for  stock.  It  is  our  policy  to  increase  up  to  the  point 
of  a  healthful  adjustment  the  number  of  such  items. 

Measures  of  this  type  are  attempts  to  build  the  normal  business 
of  a  concern  up  toward  the  peak  level  of  the  busy  season.  They 
aim  not  at  removing  the  peaks,  but  at  filling  up  the  hollows. 
They  constitute  a'  healthy,  leveling-up  process,  which  achieves  a 
positive  increase  of  the  total  output,  at  the  same  time  that  it 
decreases  the  fluctuations. 
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Besides  these  methods  of  decreasing  the  pressure  of  seasonal 
demands,  and  evening  out  the  inequalities,  we  can  meet  seasonal 
employment  by  conforming  ourselves  somewhat  to  it.  We  can 
balance  the  decrease  in  work  of  one  department  against  the  sur¬ 
plus  of  another.  We  can  transfer  operatives  not  needed  in  one 
line  to  another  where  there  is  work  on  hand.  In  doing  so,  we 
make  it  a  rule  to  transfer  our  operatives  to  the  same  off-season 
work  each  time,  so  that  they  will  develop  proficiency  in  these  off¬ 
season  trades.  We  can  go  a  step  further:  we  can  plan  to  adjust 
the  work  of  one  department  so  as  to  use  to  advantage  the  unem¬ 
ployed  operatives  of  another  department. 

An  illustration  of  this  is  found  in  the  sample  work  of  our  crepe- 
paper  department.  This  requires  little  special  training,  and  can 
be  handled  well  by  the  paper-box  makers  in  their  dull  season. 
As  a  matter  of  deliberate  policy,  this  work  is  always  saved  up  for 
December  and  January,  when  the  slack  season  of  the  box  makers 
is  at  hand. 

This  method  often  works  incidentally  to  our  advantage  in  other 
ways  besides  those  which  have  led  to  its  adoption.  It  tends,  for 
example,  toward  producing  a  more  versatile  operating  force,  from 
whose  numbers  emergency  transfers  may  at  other  times  more 
easily  be  made.  As  a  still  further  measure,  we  have  even  arranged 
to  transfer  operatives  to  outside  industries.  This  course  of  action 
we  resort  to  only  in  extreme  cases.  It  has  the  disadvantage  of 
relaxing  the  bond  of  connection  between  the  employee  and  our 
company;  but  it  has  been  found  to  preserve  a  certain  relation  of 
considerable  advantage  over  complete  discharge,  or  incurring  the 
risk  that  employees  whom  we  might  wish  later  to  take  on  again 
might  be  led  to  obtain  other  continuous  employment  during  the 
period  while  we  were  unable  to  furnish  them  work. 

Measures  for  the  relief  of  unemployment.  Not  primarily 
because  the  employer  is  in  a  position  to  mitigate  the  hardship  of 
unemployment  by  making  reservations  for  that  contingency,  but 
rather  because  the  employer  is  so  largely  able  to  reduce  the 
amount  of  unemployment  by  proper  management  is  it  desirable 
that  he  should  assume  the  responsibility  for  its  relief.  For  in  the 
long  run  the  assumption  of  such  responsibility  by  the  employer 
will  tend  to  urge  him  forward  in  the  prevention  of  unemployment 
through  wise  management. 
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With  this  conception  Dennison  Manufacturing  Company  has 
begun  the  task  of  working  out  a  policy  for  the  relief  of  unemploy¬ 
ment  by  the  company.  The  impossibility  of  determining  now  the 
proper  fixed  charge  or  ratio  of  charge  to  be  made  against  unem¬ 
ployment  and  the  advisability  of  budgeting  charges  capable  of  so 
elastic  an  application  have  led  to  the  creation  of  an  Unemploy¬ 
ment  Fund,  set  aside  by  the  directors  out  of  the  profits,  and 
accumulated  over  a  period  of  approximately  five  years. 

It  is  necessary  to  bear  in  mind  at  the  start  the  status  of  this 
fund,  both  because  the  status  represents  the  adjustment  to  a  new 
industrial  concept  and  because  the  reaction  to  the  program 
which  this  fund  involves  will  be  determined  in  no  small  degree  by 
the  conception  of  it  which  prevails. 

In  the  first  place,  it  is  not  charity;  it  has  a  business  basis  and 
must  rest  upon  considerations  of  mutual  advantage,  with  mutual 
self-respect.  This  business  basis  it  must  find  in  securing  and 
retaining  better  employees,  in  better  work  on  the  part  of  the  em¬ 
ployees,  due  to  their  release  from  the  risk  of  periodic  total  loss  of 
income  through  unemployment,  and  in  a  steadier  working  force 
due  to  the  abrogation  of  the  risk  that  the  employees  will  find 
permanent  work  elsewhere  during  times  when  he  is  unemployed. 

In  the  second  place,  our  establishment  of  an  Unemployment 
Fund  is  not  a  guarantee  either  of  permanence  of  employment  or  of 
maintenance  of  the  regular  rate.  In  the  lack  of  knowledge  on  the 
subject,  we  provide  a  fund,  setting  emphasis  on  its  wise  use,  and 
stating  plainly  that  we  do  not  guarantee  its  renewal. 

After  the  directors  had  established  a  fund,  the  matter  of  work¬ 
ing  out  provisions  for  its  administration  was  placed  in  the  hands 
of  a  special  joint  committee,  of  which  two  of  the  members  are 
chosen  by  representatives  of  the  employees  themselves  from  the 
General  Works  Committee  of  employees,  and  two  from  the 
Management. 

This  committee  in  drafting  the  rules  governing  the  use  of  the 
fund  gave  to  the  term  “unemployment”  a  broad  interpretation, 
not  regarding  total  or  even  partial  idleness  as  necessary  in  order  to 
establish  unemployment  within  the  intent  of  the  fund,  but  regard¬ 
ing  any  loss  involved  by  the  inability  of  a  willing  worker  to  con¬ 
tinue  employment  at  his  normal  and  qualified  duties,  while  being 
retained  on  the  books  of  the  company,  as  creating  a  field  of  un- 
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employment  loss.  Thus  those  transfers  because  of  lack  of  work, 
previously  referred  to  as  a  policy  of  the  management  for  the  pre¬ 
vention  of  unemployment,  are  under  this  conception  of  “unem¬ 
ployment”  part  of  the  problem  of  relief  of  unemployment. 

Accordingly  the  program  the  unemployment  committee  has 
mapped  out  provides  at  the  start  that  in  the  event  of  employment 
shortage  in  any  part  of  the  plant,  the  actual  laying-off  of  any 
employees  shall  be  avoided  whenever  possible  by  temporarily 
transferring  those  for  whom  there  is  no  work  to  other  parts  of  the 
plant  where  there  is  work.  If  this  results  in  a  materially  lowered 
wage  rate,  it  is  recognized  as  constituting  a  basis  for  a  claim  upon 
the  Unemployment  Fund.  Therefore,  if  any  “unemployment” 
exists,  there  may  be  both  a  class  in  which  there  is  complete  lack 
of  work,  and  a  class  in  which  the  unemployment  claim  is  really 
a  claim  for  loss  by  reason  of  diminished  returns.  Employees, 
regardless  of  length  of  service,  are  paid  for  all  unemployment  of 
one-half  day  at  a  time  or  over.  No  lay-off  or  transfer  of  less  than 
half  a  day  at  one  time  is  considered  unemployment. 

As  has  previously  been  stated  the  fund  is  not  a  guarantee  of  the 
regular  wage  rate.  It  is  felt  that  at  least  in  the  first  experiments 
the  burden  of  unemployment  should  be  jointly  shared  by  the 
employer  and  the  employee  and  the  fund  used  as  far  as  it  is  ca¬ 
pable  of  doing  so  in  relieving  the  worst  distress  of  unemployment. 
Furthermore,  there  is  a  certain  healthy  effect  upon  the  employee 
in  thus  knowing  that  in  unemployment  relief,  as  in  fire  insurance, 
there  is  an  appreciable  factor  of  co-insurance,  for  this  will  remove 
any  possibility  of  the  fund  tending  to  motivate  against  a  feeling  of 
responsibility  on  the  part  of  the  employee  as  to  his  own  financial 
security. 

Accordingly,  whenever  there  is  actual  unemployment,  the  fund 
is  set  in  operation  for  the  relief  of  distress  in  the  following  manner: 

Employees  who  are  temporarily  laid  off  receive  90  per  cent  of 
their  regular  wages  if  they  have  dependents  and  60  per  cent  if 
they  have  no  dependents.  Both  classes  of  employees,  when  they 
secure  temporary  work  outside,  are  entitled  to  10  per  cent  of  their 
outside  earnings  plus  90  per  cent  of  their  earnings  with  the 
Dennison  Company,  the  unemployment  fund  being  used  to  make 
up  the  difference  between  this  amount  and  what  they  receive  out¬ 
side.  Employees  who  are  transferred  inside  to  other  work  are 
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paid  their  full  wages  if  they  are  time  workers  and  go  per  cent  of 
their  six  weeks’  average  if  piece  workers.  Whatever  they  are 
worth  on  their  new  job  is  charged  to  operating  expenses  and  the 
rest  is  made  up  out  of  the  unemployment  fund.  At  any  time 
after  six  days’  payments  have  been  made  the  Unemployment 
Fund  Committee  may  stop  payments  to  any  who  in  its  opinion 
are  not  making  proper  efforts  to  secure  outside  work. 

Thus  in  all  cases  where  the  employee’s  earning  power  is  tem¬ 
porarily  reduced  because  of  lack  of  employment,  whether  the 
employee  is  rendered  idle  or  secures  temporary  employment  in 
some  other  work  inside  or  outside  the  factory,  he  is  protected 
against  any  severe  hardship. 

Moreover,  of  necessity,  the  company  retains  the  right,  if  it 
deems  best,  to  discharge  employees;  but  discharge  because  of 
shortage  of  work  —  besides  being  regarded  as  the  last  resort,  to  be 
had  recourse  to  only  when  the  shortage  cannot  safely  be  con¬ 
sidered  temporary  —  is  not  permitted  to  create  an  unemployment 
problem  for  which  there  has  been  no  warning.  An  employee 
cannot  be  summarily  projected  because  of  lack  of  employment 
outside  all  safeguards  which  the  Dennison  system  has  created 
without  receiving  two  weeks’  notice  or  its  pay  equivalent,  thus 
assuring  the  employee  two  weeks  to  place  himself  to  better 
advantage. 

Thus,  by  its  efforts  to  prevent  seasonal  unemployment  —  that 
phase  of  unemployment  which  is  largely  controllable  by  the 
employer  —  and  by  budgeting  unemployment  relief  and  working 
with  its  employees  in  testing  out  relief  methods,  this  company  is 
endeavoring  to  develop  a  scientific  method  of  solving  the  greatest 
evil  of  present  working  conditions.  However,  although  a  clearly 
defined  working  principle  has  been  mapped  out  in  the  entire  field 
of  compensation,  all  practices  are  but  tentative  hypotheses  which 
are  put  into  practice  merely  to  feel  out,  step  by  step,  the  true 
principles  that  control  this  new  field. 

In  this  endeavor  this  company  has  kept  two  fundamental  prin¬ 
ciples  constantly  in  mind.  The  first  is  that  the  highest  goal  is 
always  the  prevention,  not  the  relief  of  unemployment.  The 
second  is  that  what  will  do  most  to  prevent  relief  from  having  a 
tendency  to  pauperize  the  employees  and  check  their  efforts  to 
safeguard  their  future,  and  what  will  do  most  to  make  the  giving 
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of  relief  a  stimulus  to  the  employer  to  prevent  unemployment  is 
the  distribution  of  the  expense  of  unemployment  so  that  those 
who  share  in  the  responsibility  for  unemployment  —  the  em¬ 
ployer,  the  employee,  and  the  consumer  of  the  products  of  the 
industry  in  question  —  will  each  share  in  the  burdens  of  unem¬ 
ployment  as  far  as  possible  in  such  a  manner  that  the  amount  of 
the  burden  they  share  will  be  reduced  in  proportion  to  the  extent 
to  which  they  successfully  assume  their  responsibility  for  the 
prevention  of  unemployment.  Just  as  fire  insurance  is  one  of  the 
strongest  incentives  to  fire  prevention,  the  relief  of  unemploy¬ 
ment  will  then  become  one  of  the  principal  incentives  to  the  pre¬ 
vention  of  unemployment. 

5.  Experiments  in  the  Clothing  Industry  1 

A  seasonal  industry.  One  is  tempted  to  dismiss  the  subject  of 
continuity  of  production  in  the  clothing  industry  in  the  classical 
manner  of  the  author  of  the  famous  report  on  snakes  in  Ireland. 
There  is  no  such  thing  in  our  industry. 

And  if  that  is  true  of  the  men’s  clothing  industry,  it  applies 
with  tenfold  force  to  the  women’s  garment  industry,  embracing 
the  manufacture  of  women’s  cloaks,  suits,  dresses  and  waists,  in 
which  the  frequent  changes  of  style  turn  the  normal  seasonal 
fluctuations  of  industry  into  a  frenzy  of  feverish  activity  —  a 
mad  effort  to  meet  the  immediate  demand  for  a  momentarily 
popular  model  —  succeeded  by  industrial  paralysis  due  to  lack  of 
demand  and  total  destruction  of  market  value  of  models  no  longer 
popular  and  for  which  the  manufacturer  cannot  get  a  price  that 
would  reimburse  him  for  the  cost  of  materials  and  labor. 

Under  the  circumstances,  it  would  seem  utter  folly  to  speak  of 
continuity  of  employment  in  the  clothing  industry.  Yet  it  is  not 
impossible.  It  has  been  achieved  in  at  least  three  clothing  plants 
in  this  country  with  which  I  am  personally  familiar,  and  there  is  a 
growing  feeling  among  efficiency  engineers  that  it  can  be  accom¬ 
plished  throughout  the  industrial  field.  A  definite  movement  has 
now  been  launched  by  the  Taylor  Society  in  this  direction,  from 
which  much  good  is  expected. 

The  three  plants  referred  to  are  those  of  Joseph  and  Feiss 

1  From  an  article  by  N.  I.  Stone,  “  Continuity  of  Production  in  the  Clothing 
Industry,”  in  the  American  Labor  Legislation  Review,  Reprint  xi,  pp.  15-23. 
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Company  of  Cleveland,  and  Hickey-Freeman  Company  of 
Rochester  (both  in  the  men’s  clothing  industry),  and  of  the 
Printz-Biederman  Company  of  Cleveland,  in  the  women’s.  In 
these  three  plants  continuous  production  has  been  carried  on  for 
the  last  few  years  for  a  period  of  from  forty-five  to  fifty-one  weeks 
a  year.  Varying  methods  have  been  used  to  achieve  this  result. 

The  Joseph  and  Feiss  Company  has  attained  this  end  by 
standardizing  its  products,  adjusting  it  to  the  needs  of  a  large 
class  of  consumers  who  value  durability  and  service  above  style. 
By  concentrating  its  advertising  on  this  product,  by  giving  proper 
inducements  to  its  retail  distributors  in  return  for  their  accepting 
deliveries  over  an  extended  period  instead  of  at  the  opening  of  the 
season,  as  is  the  custom,  they  have  been  able  to  carry  on  their 
manufacture  on  an  even  keel  throughout  the  year. 

The  firm  with  which  I  am  connected,  although  manufacturing 
clothing  at  the  other  end  of  the  scale,  catering  to  the  most  fastidi¬ 
ous  trade  and  strongly  influenced  by  considerations  of  style  and 
individual  tastes  among  its  customers,  has  managed  to  insure 
continuity  of  production  by  filling  in  the  dull  periods  between 
seasons  with  work  done  partly  for  stock  on  conservative  models 
not  affected  much  by  variations  of  styles  and  partly  by  securing 
orders  for  mid-season  sales  at  prices  which  leave  no  profit,  but 
which  are  considered  desirable  from  a  business  standpoint  inas¬ 
much  as  they  help  to  cover  overhead  expense  —  a  total  loss  were 
the  plant  closed  —  and  help  to  maintain  our  organization  intact 
and  provide  remunerative  employment  for  our  help. 

The  Printz-Biederman  Company  which  manufactures  quality 
clothes  for  women  is  one  of  the  few  concerns  in  any  industry 
which  has  deliberately  adopted  the  principle  of  close  coordination 
of  its  selling  policy  with  its  production  policy  under  scientific 
management.  Although  manufacturing  an  article  in  which  style 
is  the  determining  factor,  it  follows  the  rule  of  “selling  what  it 
makes”  as  against  the  ordinary  opportunistic  policy  of  drift 
known  in  the  trade  as  “making  what  you  sell.” 

Months  in  advance  of  the  selling  season  it  selects  and  orders  its 
cloths,  determining  the  number  and  kind  of  garments  it  wants  to 
make  the  following  season  in  order  to  keep  its  plant  at  capacity 
production.  Then  it  instructs  its  designers  to  make  the  necessary 
models.  As  soon  as  these  are  approved  by  the  firm,  quantity 
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manufacture  is  commenced,  before  any  customers  have  placed 
orders  or  have  even  seen  the  models.  Through  years  of  con¬ 
sistent  maintenance  of  its  policy  the  company  has  inspired  its 
retailers  with  confidence  in  its  judgment,  reliability  of  its  promises 
and  value  of  its  merchandise.  Its  salesmen  in  different  territories 
are  given  their  respective  quota  which  they  are  expected  to  dis¬ 
pose  of  and  which  they  usually  do.  In  this  they  are  helped  not  a 
little  by  the  fact  that  the  goods  of  the  company  are  sold  under  a 
trade  mark  which  is  widely  known  among  the  consuming  public 
through  national  advertising.  While  occasionally  the  firm  may 
lose  out  on  a  model  and  be  obliged  to  sell  it  at  a  loss,  in  the  long 
run  it  has  been  eminently  successful  in  maintaining  production  for 
fifty-one  weeks  in  the  year,  one  week  being  devoted  to  plant 
repair  during  which  the  workers  enjoy  a  vacation  with  pay. 

Peculiar  difficulties.  What  has  been  accomplished  by  these 
three  concerns  could  be  done  by  others,  not  necessarily  by  imitat¬ 
ing  their  methods  in  detail,  but  by  applying  similar  principles  in 
their  sales  policies.  The  complete  attainment  of  this  goal,  how¬ 
ever,  is  impossible  unless  we  can  secure  the  cooperation  of  the 
consumer,  the  retailer,  and  the  manufacturer.  The  chief  diffi¬ 
culty  lies  in  the  peculiar  conditions  prevailing  in  the  two  clothing 
industries.  One  is  the  prevalence  of  the  sub-contracting  system; 
the  other  is  the  custom  of  frequent  changes  in  style  unduly  and 
artificially  stimulated  under  the  stress  of  competition. 

The  sub-contracting  evil  is  common  to  both  the  women’s  and 
men’s  clothing  industries.  In  the  men’s  clothing  industry  it  is 
especially  rampant  in  New  York  City,  which  makes  about  60  per 
cent  of  all  the  ready-made  clothing  in  the  country.  It  has  been 
entirely  done  away  with  by  several  of  the  large  houses  in  Chicago, 
Rochester  and  Baltimore,  and  is  no  longer  an  important  factor  in 
these  markets.  In  New  York  City,  however,  the  contract  shop  is 
the  predominating  type  of  manufacturing  establishment,  and  as 
long  as  it  continues  to  dominate  the  industry  it  will  hang  like  a 
millstone  about  the  neck  of  the  industry  in  the  rest  of  the  country, 
a  menace  to  the  progressive  manufacturer  who  carries  on  his  work 
in  a  large  modern  plant. 

The  companies  which  own  these  plants  have  a  compelling 
economic  reason  for  maintaining  steady  production:  they  have 
large  overhead  expenses  for  plant  maintenance,  they  have  a  large 
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executive  personnel,  sales  managers,  production  managers,  labor 
managers,  each  with  their  staffs,  factory  superintendents  with 
foremen  and  assistants,  all  of  whom  are  carried  on  the  payroll  in 
dull  seasons  as  well  as  in  busy  periods.  While  the  labor  force  is 
not  paid  when  laid  off,  there  is  always  the  loss  in  efficiency  in 
starting  up  the  plant  after  a  shut-down,  when  a  part  of  the  force 
may  have  drifted  to  other  plants  or  other  industries  and  new 
workers  have  to  be  trained  to  their  jobs  and  “broken  into”  the 
plant  organization.  The  progressive,  responsible  firm  is,  there¬ 
fore,  interested  from  a  business  as  well  as  a  humanitarian  motive 
in  maintaining  continuity  of  production.  Not  so  with  the  house 
which  contracts  out  its  output. 

The  typical  New  York  clothing  house  maintains  at  most  a 
cutting  and  shipping  department  and  an  office.  Many  dispense 
even  with  a  cutting  department.  All  the  manufacturing  is  done 
by  contractors  running  small  shops  at  their  own  risk.  The  manu¬ 
facturers  are  thus  relieved  of  the  necessity  of  investing  in  factory 
buildings  and  machinery,  of  the  expense  of  plant  maintenance,  of 
overhead  expense  in  maintaining  executive  staffs.  Not  coming  in 
direct  contact  with  their  help,  they  are  not  concerned  about 
maintaining  their  plant  organization.  The  contractor  is  at  their 
beck  and  call,  ready  to  take  up  work  at  a  moment’s  notice.  Ambi¬ 
tious  workers  are  encouraged  to  start  up  new  shops  and  competi¬ 
tion  is  thus  maintained  among  contractors  to  a  point  where  the 
ordinary  profit  of  the  average  small  contractor  is  not  much  in 
excess  and  often  not  quite  as  large  as  the  salary  of  a  foreman  in  a 
large  Rochester  or  Chicago  factory.  With  this  type  of  industrial 
organization  there  is  no  incentive  for  the  manufacturer  to  try  to 
maintain  steady  work.  On  the  contrary,  the  periodic  shut-downs 
keep  the  contractor  on  the  anxious  seat  and  hungry  for  business. 
So  long  as  he  can  squeeze  the  profit  out  of  the  reserve  army  of 
workers  as  anxious  for  work  as  himself,  he  is  willing  to  accept  work 
on  any  terms. 

Service  of  trade  unions.  The  building-up  of  a  strong  trade 
union  has  been  the  sole  check  upon  this  primitive  method  of  do¬ 
ing  business,  thereby  preventing  unfair  competition  with  other 
markets.  But  beyond  raising  wages,  the  union  has  not  been  able 
to  check  the  contracting  evil.  On  the  contrary,  the  absence  of 
large  modern  plants,  with  competent  managerial  staffs  and  other 
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equipment  which  makes  for  efficient  handling  of  men  and  produc¬ 
tion,  redounded  to  the  injury  of  both  the  employers  and  the 
union.  The  small  contractor  was  in  no  position  to  maintain 
discipline  in  his  shop,  and  to  exact  efficient  workmanship.  With 
piece  work  eliminated,  and  the  unusual  demand  for  labor  which 
prevailed  in  the  clothing  industry  in  the  last  two  or  three  years, 
there  was  no  restraining  factor  to  impress  upon  the  workers  their 
responsibility  to  industry  and  society  beyond  Mr.  Hillman’s 
earnest  pronouncements  on  the  subject.  In  the  end  both  the 
employers  and  workers  have  come  to  grief,  as  they  were  bound  to 
do. 

Without  attempting  to  anticipate  the  results  of  the  present 
strike  in  New  York,  it  is  safe  to  say  that  so  long  as  the  contracting 
system  remains  in  force  as  the  prevailing  type  of  industrial 
organization  in  the  largest  center  of  the  clothing  industry,  it  will 
be  idle  to  expect  continuity  of  production  in  that  industry. 
Every  consideration  and  motive  which  prompts  owners  of  large 
plants  in  other  centers  to  reduce  the  periods  of  idleness,  favors  the 
maintenance  of  the  cat  and  mouse  policy  of  periodic  shut-downs 
to  keep  otherwise  unmanageable  contractors  and  workers  in 
check.  And  the  retailers’  practice  of  demanding  deliveries  at  two 
peak  seasons  of  the  year  furnishes  a  favorable  economic  back¬ 
ground  for  such  a  policy. 

Effects  of  fashion.  The  evil  of  frequent  changes  in  style  —  the 
other  factor  that  strongly  militates  against  continuity  of  employ¬ 
ment  —  is  less  serious  in  the  men’s  clothing  industry  than  in  the 
women’s.  Yet,  even  in  the  former  it  is  sufficiently  strong  to  make 
the  manufacture  of  stock  a  hazardous  undertaking,  except  in  the 
case  of  a  few  conservative  models  and  only  by  firms  that  are  sure 
of  their  trade. 

In  the  women’s  clothing  industry  the  matter  of  style  dominates 
the  entire  situation.  We  all  know,  of  course,  that  Dame  Fashion 
is  fickle;  but  to  be  fair  to  our  women,  it  is  very  doubtful  whether 
this  incessant  grinding  out  of  new  styles  by  an  army  of  highly  paid 
designers  is  at  all  necessary  to  gratify  woman’s  aesthetic  taste 
and  desire  for  variety  and  change  in  dress.  More  than  nine 
tenths  of  women  belong  to  the  middle  and  working  classes  whose 
husbands  or  themselves  enjoy  but  moderate  incomes  and  wno 
would  be  satisfied,  like  their  men  folks,  with  such  variety  in  dress 
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as  is  developed  from  season  to  season.  The  remaining  less  than 
one  tenth  of  women  do  not  buy  ready-made  clothing  in  any  event. 
But  competition  prompts  the  quick  imitation  and  reproduction  of 
a  model  which  happens  to  strike  a  popular  fancy.  This  policy  is 
encouraged  by  the  retailers  in  their  effort  to  beat  down  the  price 
of  the  successful  manufacturer  who  originated  the  model.  He  in 
turn  finds  it  necessary  to  keep  ahead  of  the  procession  by  develop¬ 
ing  new  models.  Thus  the  process  of  multiplication  of  models 
goes  merrily  on,  not  from  season  to  season,  but  from  week  to  week. 
In  the  long  run,  the  consuming  public  pays  the  cost  of  this  mad 
race  for  styles.  In  this  wild  scramble  the  individual  manufac¬ 
turer  or  retailer  gets  ahead  or  thinks  he  is  getting  ahead  of  his 
competitor,  yet  in  the  end  the  aggregate  sales  of  clothing  are  no 
greater  than  they  would  be  if  the  Printz-Biederman  policy  were 
followed  by  everybody  in  the  trade.  The  very  multiplicity  of 
models  and  the  frequency  with  which  they  succeed  one  another  in 
the  show  windows  create  such  a  bewildering  variety  that  no  one 
can  tell  which  is  the  more  up-to-date  style  and  milady  is  rather 
pleased  at  wearing  “something  that  is  different.” 

But  the  effect  on  the  industry  is  demoralizing.  Because  of  the 
uncertainty  of  the  style  situation,  the  retailer  will  not  order  any 
fnodel  in  quantity  until  he  has  had  a  chance  to  see  how  the  public 
will  take  to  the  different  models.  The  manufacturer,  therefore, 
is  unable  to  manufacture  stock  and  so  manufacturing  is  done  on  a 
small  scale  and  can  be  carried  on  much  more  economically  in  a 
small  contract  shop  than  in  a  large  modern  plant  with  its  heavy 
overhead  expenses. 

On  the  other  hand,  if  there  were  greater  steadiness  in  styles  in 
women’s  clothing,  the  retailers  would  order  their  goods  in  larger 
quantities  as  they  do  in  men’s  clothing  and  manufacturing  on  a 
large  scale  would  be  more  economical  than  at  present  and  could 
be  conducted  over  longer  periods  of  time. 

In  the  light  of  these  facts,  the  conclusion  seems  warranted  that 
while  continuity  of  production  in  the  clothing  industry  is  not 
beyond  the  range  of  possibility,  the  industry  as  a  whole  is  far 
from  being  in  a  position  to  realize  this  desirable  end  in  the  near 
future.  The  chief  obstacle  is  the  lack  of  an  economic  incentive 
which  would  overcome  the  financial  advantages  of  intermittent 
production  inherent  in  the  contract  shop  system.  If  a  condition 
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could  be  created  which  would  make  it  unprofitable  or  at  least  more 
costly  to  work  intermittently  than  working  continuously,  it  would 
go  far  toward  undermining  the  contract  system  and  would  make 
continuity  of  production  in  the  clothing  industry  a  practical 
possibility. 

Public  action  necessary.  Since  it  is  not  within  the  power  of  the 
other  clothing  centers  to  reform  New  York  conditions,  only  the 
Government,  state  or  national,  can  provide  the  necessary  in¬ 
centive.  Such  an  incentive  could  be  furnished  by  a  system  of 
unemployment  insurance.  By  grading  the  insurance  premium  in 
proportion  to  the  continuity  of  production,  carried  on  by  each 
concern,  it  would  be  made  to  the  interest  of  each  house  to  main¬ 
tain  production  as  steadily  as  possible.  Once  this  incentive  were 
provided,  the  ingenuity  of  every  manufacturer  would  be  exercised 
to  the  utmost  in  this  direction,  and  what  has  proven  possible  in 
the  case  of  the  three  concerns  mentioned,  would  be  even  more 
easy  of  attainment  in  the  industry  as  a  whole,  once  the  united 
efforts  of  the  entire  industry  were  turned  in  this  direction. 

The  effect  of  workmen’s  compensation  laws  in  stimulating  the 
“safety  first”  movement  and  making  safety  pay,  is  an  earnest 
system  based  on  the  principle  of  a  premium  graded  on  the  basis  of 
what  might  be  expected  from  an  unemployment  insurance  of 
continuity  of  employment.  Such  a  system  of  insurance  would  at 
the  same  time  put  an  end  to  the  injustice  of  throwing  the  burden 
of  maladjustment  of  supply  and  demand  upon  the  poorest  class  of 
the  community,  which  is  least  able  financially  to  bear  it. 

It  would  also  lay  at  rest  one  of  the  principal  obstacles  to 
increased  efficiency  on  the  part  of  workers  and  that  is  the  fear  on 
the  part  of  the  average  worker  that  by  working  more  efficiently 
he  works  himself  out  of  a  job.  As  a  labor  manager  who  is  called 
upon  to  deal  constantly  with  this  problem,  I  venture  to  express 
the  opinion  that  the  gain  in  efficiency  on  this  score  alone  would 
far  outweigh  the  cost  of  the  unemployment  insurance  premium 
which  the  employer  would  have  to  pay. 

In  adopting  unemployment  insurance,  we  would  not  be  entering 
upon  an  untrodden  path.  We  would  merely  be  following  in  the 
footsteps  of  Great  Britain  and  other  advanced  industrial  nations. 
The  only  departure  would  be  the  suggested  grading  of  the  pre¬ 
mium  according  to  the  steadiness  of  employment  furnished  by 
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each  employer,  whereas  in  England  the  payment  is  based  solely 
on  the  number  of  persons  employed. 

It  would  be  difficult  to  expect,  however,  that  our  national  or 
state  governments  would  act  in  the  matter  until  the  American 
people  and  their  representatives  in  the  legislatures  are  aroused  to 
the  seriousness  of  the  situation;  until  they  are  made  conscious  not 
only  of  the  grave  injustice  inflicted  upon  our  most  numerous  and 
at  the  same  time  most  helpless  class  of  people  financially,  but  also 
of  the  costliness  to  society  as  a  whole  of  letting  things  drift  as  they 
are.  It  therefore  may  be  pertinent  to  present  an  estimate  of  the 
losses  caused  by  unemployment  which  I  had  the  privilege  to  sub¬ 
mit  to  the  Efficiency  Society  in  1915  when  unemployment  was 
seriously  disturbing  the  country. 

Loss  through  fluctuation.  According  to  the  figures  of  the 
federal  census  for  1900  there  were  nearly  six  and  one  half  million 
people  unemployed  during  the  year  of  1899  for  periods  varying 
from  one  to  twelve  months  each.  Allowing  an  average  wage  of 
only  $10  a  week  and  assuming  that  the  average  period  of  unem¬ 
ployment  was  four  months,  the  American  Association  for  Labor 
Legislation  estimated  the  total  annual  loss  of  wages  of  these 
people  at  over  one  billion  dollars.  This  billion  dollars  had  to  be 
covered  by  the  nation  in  the  form  of  charitable  and  public  relief  as 
well  as  out  of  the  savings  of  the  unemployed,  and,  in  so  far  as  not 
so  covered,  the  deficit  resulted  in  the  deterioration  or  total  de¬ 
struction  of  the  physique  of  the  working  people,  representing  a 
loss  in  the  productive  power  of  the  nation.  A  part  of  the  wage- 
deficit  was  covered  by  crime  with  the  additional  loss  to  society 
represented  by  such  otherwise  unnecessary  expenditures  as  those 
for  prisons,  police,  prosecuting  attorneys  and  judges.  Finally, 
there  was  the  loss  of  wealth  which  the  idle  workers  would  have 
produced  in  return  for  the  billion  dollars  of  wages  they  would  have 
earned,  if  employed,  which  may  be  estimated  at  three  billion 
dollars  on  the  basis  of  census  statistics  of  manufactures. 

How  great  is  the  loss  of  wealth  caused  by  the  impairment  of  the 
worker’s  efficiency  on  account  of  deterioration  of  his  physique, 
the  loss  of  regular  habits  of  work,  and,  most  of  all,  through  the 
“laying  down”  on  the  job  caused  by  the  fear  that  by  working 
efficiently  he  will  be  merely  working  himself  out  of  a  job,  it  is 
impossible  to  estimate  even  approximately.  From  personal  in- 
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vestigation  in  industry,  confirmed  by  the  experience  of  industrial 
engineers  generally,  I  can  state  that  a  loss  of  production  of  from 
10  per  cent  to  50  per  cent  is  due  to  the  “laying  down”  process 
alone. 

Apart  from  individual  efficiency,  there  is  plant  efficiency:  all 
engineers,  as  well  as  practical  manufacturers,  are  familiar  with  the 
loss  of  momentum  caused  by  the  gradual  shutting  down  of  a 
plant  and  the  difficulty  of  bringing  it  up  to  normal  in  starting  up 
after  a  shut-down.  If  all  these  factors  could  be  accounted  for,  the 
additional  loss  of  wealth  would  run  into  billions  and  greatly  swell, 
if  not  double,  the  three  billion  dollar  estimate.  The  havoc 
wrought  by  unemployment  may,  therefore,  be  said  to  rival  in 
magnitude  that  caused  by  war.  But  there  is  this  difference:  wars 
are  necessarily  of  more  or  less  duration  and  are  followed  by  long 
periods  of  peace  and  recuperation,  while  unemployment  adds  its 
cumulative  destructive  effect  year  by  year. 

Once  this  condition  is  realized,  no  effort  will  be  thought  too 
great,  no  measure  too  ambitious  which  will  hold  out  the  promise 
of  an  effective  cure  of  this  greatest  of  our  economic  ills,  carrying 
in  its  train  grave  social  and  political  evils. 

6.  Unemployment  Insurance  1 

It  seems  to  be  agreed  that  the  regularization  of  private  industry 
is  a  necessary  and  important  step  in  the  prevention  of  unemploy¬ 
ment.  Some  progressive  manufacturers  have  already  found  it 
possible  to  regularize  production.  But  how  are  we  to  persuade 
industry  as  a  whole  to  regularize?  Last  winter’s  crisis  brought 
forth  the  suggestion  that  “If  unemployment  insurance  was  in 
force  there  would  be  much  less  unemployment  than  there  is  now, 
because  greater  efforts  would  be  made  to  regularize  industry  and 
keep  the  labor  forces  employed.” 

At  present  the  only  unemployment  insurance  in  force  in  this 
country  is  that  of  the  trade  unions  which  give  out-of-work 
benefits  to  tide  their  members  over  periods  of  unemployment. 
For  instance,  Blacksmiths’  Helpers’  Local  No.  1,  which  gives  $5  a 
week,  runs  an  employment  exchange  in  connection  with  the  local, 
while  Brewers’  Union  No.  1  requires  members  receiving  benefits 
to  report  at  least  once  a  week  during  the  daytime  so  as  to  prevent 

1  From  the  American  Labor  Legislation  Review,  November,  1915,  pp.  589-92. 
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fraud.  The  latter  give  $4  weekly  for  12  weeks,  or  $48  annually; 
for  two  years,  and  after  that  a  member  must  have  paid  dues  for  a 
full  year  before  he  will  be  again  entitled  to  benefits.  Other  unions 
give  smaller  benefits,  some  contenting  themselves  with  exempting 
unemployed  members  from  dues.  But  however  small  the  bene¬ 
fits  given,  they  sufficed  to  account  in  some  measure  for  the  fact 
that  comparatively  few  of  the  unemployed  seeking  charity  last 
winter  were  union  men.  From  St.  Paul,  Minn.,  the  secretary  of 
the  United  Charities  writes  that  “trade  unions  with  benefit 
features  have  been  the  saving  grace  in  the  situation  here.”  The 
secretary  of  the  Boston  Associated  Charities  recommended  their 
extension  as  a  “fundamental  remedy.”  Much  help  is  also  given 
unemployed  members  by  locals  without  benefit  systems.  The 
building  trades  unions  of  New  York  report  that  they  had  no 
regularly  established  system  of  unemployment  benefits  but  that 
“assistance  is  rendered  in  all  cases  of  distress  either  by  loans  or 
donations.  No  worthy  applicant  is  turned  away.  The  building 
trades  unions  are  estimated  to  have  spent  over  $250,000  of  union 
funds  in  these  ways  —  some  lending  their  mortuary  benefit  sur¬ 
plus  to  the  general  fund  for  this  purpose.” 

Recognizing  the  possibility  of  administering  benefit  funds 
through  unions,  many  members  believe  that  the  system  should  be 
extended  through  government  aid.  Fred  French,  business  agent 
of  the  Milwaukee  Patternmakers’  Association,  suggested  that  we 
“should  take  into  consideration”  the  Ghent  system  under  which 
many  European  cities  and  state  subdivisions  supplement  trade 
union  out-of-work  benefits  by  generous  government  subsidies. 
However,  he  admitted  that  “a  large  number  of  members  of  our 
union  favor  the  English  plan.”  Compulsory  unemployment  in¬ 
surance  went  into  effect  in  England  in  seven  selected  trades  in 
July,  1912.  It  is  supported  by  joint  contributions  from  em¬ 
ployers,  employees  and  the  State.  Workmen  involuntarily  un¬ 
employed  receive  cash  benefits  from  the  second  to  the  sixteenth 
week  of  unemployment  in  each  year.  They  must  register  with 
the  labor  exchange  and  must  accept  work  of  equal  value  if  found 
for  them  by  the  exchange.  Less  than  2  per  cent  of  all  the  cases 
are  still  out  of  work  at  the  end  of  the  sixteenth  week.  The  in¬ 
centive  to  regularization  is  provided  through  an  annual  rebate  to 
employers  for  each  employee  given  forty-five  weeks  of  work  dur- 
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mg  the  year.  It  is  the  English  method  of  administering  unem¬ 
ployment  insurance  which  is  favored  by  most  publicists,  because 
of  its  success,  because  it  includes  non-union  men  and  because  it 
gives  the  employer  an  incentive  to  regularize  his  business. 

Unemployment  insurance  is  favored  as  the  most  practical 
method  of  dealing  with  the  wage  losses  due  to  lack  of  work. 
Early  in  1915  the  Chicago  Industrial  Commission  astonished  the 
business  community  by  an  estimate  that  it  would  cost  $500,000  to 
tide  their  unemployed  over  the  winter  through  charity.  There¬ 
upon  constructive  measures  were  demanded  as  more  economical. 
The  commission  replied:  “The  emergency  relief  work  with  char¬ 
itable  funds  is  at  best  a  sorry  makeshift.  Generally  it  is  wasteful. 
We  are  satisfied  the  business  community  does  not  approve  this 
plan.  Hence  —  we  call  for  systems  of  unemployment  insurance 
by  State  or  Nation.”  On  February  20, 1915,  Professor  Roswell  C. 
McCrea,  dean  of  the  Wharton  School  of  Economics,  University  of 
Pennsylvania,  pointed  out  the  expediency  of  unemployment  in¬ 
surance  saying:  “Poverty  is  an  aspect  of  modern  industry,  and 
must  be  treated  in  this  light.” 

Expediency  was  not  the  only  reason  given  for  advocating 
unemployment  insurance.  Robert  G.  Valentine,  of  Boston,  in 
addressing  the  Central  Philanthropic  Council  of  Massachusetts, 
argued  its  abstract  justice,  saying:  “Unemployment  is  a  problem 
of  industry  —  it  is  an  inherent  aspect  of  business  management. 
Employers  must  realize  that  they  owe  a  duty  to  the  pool  of  labor 
from  which  they  draw  men  as  they  need  them.  They  must  devise 
a  means  (unemployment  insurance)  so  that  men  thrown  back  into 
this  pool  because  of  unemployment  through  no  fault  of  their  own 
shall  not  suffer.”  Similar  conclusions  were  reached  by  Rabbi 
Stephen  S.  Wise  in  New  York  and  by  the  Mayor’s  Committee  on 
Unemployment  of  Spokane  which  reported  on  February  20, 1915: 
“Reserves  of  labor  are  necessary  under  present  industrial  condi¬ 
tions  for  the  full  expansion  of  industry  in  busy  times,  and  can  be 
fully  taken  care  of  during  periods  of  depression  only  through  a 
system  of  state  and  national  unemployment  insurance.” 

Prospects  in  the  United  States.  Preparation  is  being  made  in 
many  quarters  for  the  introduction  of  legislation.  On  March  24, 
1915,  a  meeting  was  held  in  Ford  Hall,  Boston,  to  discuss  unem¬ 
ployment  insurance.  All  present  favored  drafting  a  bill  which 
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should  provide  for  some  contribution  by  the  State.  Accordingly 
the  Massachusetts  Committee  on  Unemployment  is  working  on  a 
bill  to  be  introduced  into  the  legislature  at  an  early  date.  The 
Massachusetts  Federation  of  Labor  at  its  annual  convention 
adopted  resolutions  favoring  the  plan,  and  the  Republican  Party 
platform  in  that  State,  adopted  in  October,  1915,  contains  the 
declaration: 

We  favor  . . .  the  development  of  such  industrial  organiza¬ 
tions  as  will  tend  to  minimize  unemployment  and  to  dis¬ 
tribute  its  effects  when  unavoidable  over  the  entire  industrial 
field.  We  call  to  the  attention  of  the  legislature  the  subject 
of  social  insurance  and  the  consideration  and  investigation 
of  some  system  which  will  protect  the  home  life  against  the 
hazards  of . . .  irregular  employment. 

Further  resolutions  in  favor  of  unemployment  insurance  were 
adopted  by  the  International  Typographical  Union,  70,000 
strong,  and  by  the  New  England  Typographical  Union  at  their 
conventions  in  the  summer  of  1915. 

In  sympathy  with  the  enlightened  demand  for  unemployment 
insurance,  the  Social  Insurance  Committee  of  the  American  Asso¬ 
ciation  for  Labor  Legislation  last  winter  began  work  upon  the 
draft  of  a  bill  for  compulsory  insurance,  which  will  probably  be 
introduced  in  1916  in  several  state  legislatures.  In  December, 
1914,  the  California  Commission  of  Immigration  and  Housing 
recommended  the  “appointment  of  a  special  committee  or  desig¬ 
nation  of  an  existing  committee  to  conduct  an  extended  investiga¬ 
tion  into  the  wisdom  of  devising  some  scheme  for  out-of-work 
insurance  that  will  not  have  the  effect  of  drawing  into  California 
the  unemployed  of  the  nation.”  Following  this  recommendation, 
$20,000  was  appropriated  by  the  California  legislature  for  a  com¬ 
mission  to  investigate  social  insurance.  A  bill  for  a  similar  in¬ 
vestigation  was  introduced  in  the  Ohio  legislature,  but  failed  to 
pass.  In  New  York  the  Socialist  Party  executive  committee 
appointed  a  committee  to  draft  an  unemployment  insurance  bill 
and  the  state  federation  of  labor  and  the  Committee  on  Constitu¬ 
tional  Convention  of  the  American  Association  for  Labor  Legisla¬ 
tion  made  an  effort  to  have  a  clause  permitting  unemployment 
insurance  embodied  in  the  proposed  new  constitution. 
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However,  unemployment  insurance  is  as  yet  hardly  beyond  the 
agitation  stage.  The  fact  that  very  little  was  heard  against  it  is 
in  itself  evidence  that  the  plan  is  just  emerging  as  a  practical 
policy.  But  it  is  probable,  as  Ida  Tarbell  says,  that  “The  day  is 
coming  when  it  will  be  as  universal  as  compensation  is  rapidly 
becoming.”  Like  workmen’s  compensation,  it  is  a  movement  for 
prevention  rather  than  cure.  The  feeling  is  not  only  that  it  is 
socially  more  just  and  economical  than  charity;  but  that  as 
industrial  accident  insurance  laws  have  caused  employers  to  find 
that  they  can  prevent  accidents,  and  sickness  insurance  laws  are 
in  several  countries  inducing  them  to  protect  their  workers 
against  processes  injurious  to  health,  so  unemployment  insurance 
in  America  as  well  as  elsewhere  will  lead  them  to  turn  their  atten¬ 
tion  to  regularizing  employment. 

A  plea  for  unemployment  insurance.1  I  know  that  in  some 
quarters  there  is  a  strong  feeling  against  unemployment  insurance. 
I  believe  that  feeling  is  based  upon  unsound  beliefs  and  argu¬ 
ments.  It  is  frequently  asserted  in  America  that  unemployment 
insurance  has  been  a  failure  in  England. 

But  that  is  far  from  being  the  case.  Rather,  our  scheme  of 
insurance,  inadequate  as  it  is,  has,  in  my  opinion,  saved  us  from 
something  like  a  revolution,  and  at  the  least  from  very  serious 
civil  riots.  It  must  be  borne  in  mind  that  there  is  nothing  in¬ 
trinsically  demoralizing  in  unemployment  insurance.  Its  reac¬ 
tions  largely  depend  on  the  nature  of  the  scheme.  In  England, 
insurance  benefits  do  not  drop  down  from  the  skies  for  every  lazy 
workman.  The  method  is  one  of  mutual  insurance,  to  which  the 
workman,  every  week  when  he  is  in  work,  pays  14  cents,  and  the 
employer  pays  16  cents.  When  the  man  is  out  of  work,  he  gets 
about  $3.60  a  week.  It  is  no  more  demoralizing  to  receive  it  than 
it  is  to  receive  a  pension  paid  for  in  part  by  ones  self  and  in  part 
by  one’s  employers. 

What  is  demoralizing,  what  is  dangerous,  is  a  state  of  things  in 
which  this  terrible  menace  of  unemployment  is  constantly  hang¬ 
ing,  like  a  black  cloud,  over  the  worker’s  life  —  in  which  he  is 

1  From  an  article  by  B.  S.  Rowntree,  “Unemployment  and  its  Alleviation,”  in  the 
Annals  of  the  American  Academy  of  Political  and  Social  Science,  vol.  100,  March, 

1922. 
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completely  at  the  mercy  of  fluctuations  in  trade  over  which  he  has 
no  shadow  of  control.  They  may,  indeed,  be  owing  to  some 
seasonal  calamity  at  the  other  side  of  the  world,  which  is  beyond 
human  control  altogether.  No  matter  how  capable,  how  honest, 
or  how  industrious  the  individual  may  be,  he  cannot  escape  from 
this  black  cloud.  We  may  say:  “He  can  live  on  his  savings  when 
unemployment  comes.”  But  the  evil  may  come  perhaps  in  early 
middle  life,  when  the  expenses  of  his  household  are  at  the  maxi¬ 
mum,  and  he  has  been  unable  to  save.  If,  on  the  other  hand,  it 
comes  later,  a  period  of  unemployment  will  soon  eat  up  the  small 
provision  he  has  made  against  old  age.  This  is  not  fair. 

It  is  sometimes  said  that  many  workingmen  “will  not  give  a 
full  day’s  work.”  Now,  I  put  this  question  to  you.  If  you  were 
a  bricklayer  with  a  wife  and  family,  and  it  was  winter  time,  and 
you  knew  that  when  the  job  on  which  you  were  engaged  was 
finished  you  had  little  hope  of  another  —  would  you  work  at  top 
speed?  Or  would  you  dawdle  and  slack,  and  make  excuses,  and 
try  to  “nurse  the  job”?  You  would  “nurse”  it,  if  you  were 
human,  and  so  would  I.  What  is  more,  I  would  recommend  my 
“mates”  to  do  the  same! 

Now  we  can  dissipate  the  black  cloud  of  anxiety  from  the 
workingman’s  horizon  if  we  take  a  little  trouble  and  use  a  little 
common  sense.  Let  me  remind  you  that  taking  the  average  over 
a  number  of  normal  years,  there  are  ninety-five  workers  employed 
to  five  unemployed.  What  does  this  mean?  Simply  that  an 
addition  of  5  per  cent  to  the  wage  bill  would  suffice  to  pay  each 
unemployed  worker  his  full  wages  during  unemployment.  There¬ 
fore,  the  financial  difficulty  is  not  insuperable.  I  am  not  for  a 
moment  suggesting  that  the  above  course  should  be  pursued. 
Human  nature  is  not  yet  so  far  evolved  that  it  would  be  wise  to 
pay  a  man  the  same  wage  when  he  is  not  working  as  when  he  is 
working.  At  the  same  time,  he  should  be  paid  sufficient  to  secure 
him  and  his  family  against  serious  privation  or  hardship. 

A  practical  scheme.  To  come  to  what  I  consider  practical 
politics,  I  will  very  briefly  outline  a  scheme  for  unemployment 
insurance  drawn  up  by  an  unofficial  committee  of  employers, 
economists  and  labor  men  which  met  many  times  in  London  and 
of  which  I  was  a  member.  We  suggested  that  under  this  scheme 
every  unemployed  worker  should  receive,  for  a  maximum  period 
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of  twenty-six  weeks  in  any  one  year,  half  of  his  average  earnings 
when  at  work.  A  married  man  should  receive  in  addition  10  per 
cent  of  such  earnings  for  a  dependent  wife,  and  5  per  cent  for  each 
dependent  child  under  16,  with  a  maximum  of  75  per  cent  of  his 
average  earnings.  Calculations  showed  that  the  cost  of  providing 
these  benefits  in  Britain  for  5  per  cent  of  the  workers  (the  figure 
taken  as  the  proportion  of  unemployed  persons  over  a  number  of 
years)  would  amount  to  about  282  million  dollars  per  annum  or 
4  per  cent  of  the  wage  bill. 

The  question  —  “Who  will  pay  the  premiums?”  —  was  dis¬ 
cussed  a  long  while  by  the  committee  before,  in  true  English 
fashion,  we  decided  on  a  compromise,  and  proposed  that  the  cost 
of  the  scheme  should  be  borne  jointly,  as  at  present,  by  the  state, 
the  worker  and  the  employer.  Briefly,  the  plan  was  this: 

1.  Premiums  equal  to  2\  per  cent  of  the  wage  bill  (or  185 
million  dollars)  would  be  paid  by  the  employers. 

2.  Premiums  of  a  little  under  1  cent  on  every  dollar  of  their 
earnings  (equal  to  75  million  dollars)  would  be  paid  by  the 
workers. 

3.  Twenty- two  million  dollars  a  year  would  be  paid  by  the 
state,  which  would  also  bear  the  cost  of  administration.  This 
22  millions  was  the  sum  already  being  paid  by  the  state  for  un¬ 
employment  insurance  when  the  scheme  was  worked  out. 

A  successful  experiment.  We  hoped  that  the  Government 
would  see  fit  to  introduce  this  scheme,  leaving  industries  free  to 
contract  out  of  it  if  they  could  guarantee  equal  or  better  benefits. 
This  hope  has  not  yet  been  realized,  but  my  own  firm  came  to  the 
conclusion  that,  while  waiting  for  the  Government,  we  ourselves 
could  do  something,  so  we  introduced  a  similar  scheme  in  our  own 
factory  in  York.  We  set  aside  1  per  cent  on  our  wage  bill  (in 
addition,  of  course,  to  the  contributions  we  make  under  the 
National  Insurance  Act)  and  we  undertook  to  continue  to  set  this 
aside  till  the  sum  amounted  to  5  per  cent  of  the  wage  bill,  after 
which  our  contributions  would  be  altered  to  the  sum  necessary  to 
maintain  the  fund  at  5  per  cent  of  the  wage  bill,  with  a  maximum 
liability  in  any  one  year  of  1  per  cent  of  the  wages.  The  majority 
of  our  employees  belong  to  a  trade  union  which,  for  a  payment  of 
4  cents  a  week,  allows  them  $1 .40  weekly  when  unemployed.  Thus, 
when  the  scheme  was  inaugurated,  an  unemployed  man  already 
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got  $5  ($3.60  from  the  State  and  $1.40  from  his  union),  and  an 
unemployed  woman  got  $4.32  ($2.88  from  the  State  and  $1.44 
from  the  union).  We  calculated  that  a  premium  of  1  per  cent  on 
the  wage  bill  would  be  sufficient  to  bring  the  benefits  up  to  those 
mentioned  in  the  scheme  above  described  —  i.e.  half  the  average 
earnings,  with  an  additional  10  per  cent  for  a  dependent  wife  and 
5  per  cent  for  each  dependent  child,  up  to  a  maximum  of  75  per 
cent  of  the  average  earnings. 

One  important  condition  in  our  scheme  is  that  though  we 
guarantee  to  pay  an  agreed  premium  we  do  not  guarantee  the 
benefits  which,  if  the  scheme  were  abused,  might  have  to  be 
reduced  or  even  temporarily  suspended.  It  is  obviously  in  the 
interest  of  the  employed  workers  who  feel  that  they  themselves 
may  one  day  be  in  need  of  benefit,  to  guard  against  any  con¬ 
tingency  that  might  unduly  deplete  the  fund.  Its  administration 
is  in  the  hands  of  the  workers,  who  can  therefore  take  whatever 
steps  they  consider  necessary  to  check  abuse. 

I  may  add  that  the  match  industry  in  Great  Britain  has  re¬ 
cently  adopted  a  similar  scheme. 

Now,  while  I  am  deeply  desirous  of  seeing  a  system  of  national 
insurance  against  unemployment,  with  really  adequate  benefits, 
established  in  every  industrialized  country,  and  while  I  hope  that 
the  League  of  Nations  and  all  individual  governments  will  devote 
thought  and  energy  to  this  most  important  matter,  I  am  anxious 
to  recommend  individual  employers  to  introduce  some  measure  of 
insurance  in  their  own  factories.  Some  may  say  that  they  cannot 
afford  it.  But  purely  from  a  business  point  of  view,  I  believe  that 
it  pays  to  give  the  workers  comparative  security.  How  can  we 
expect  them,  without  it,  to  work  faithfully  and  to  “put  theii 
heart”  into  what  they  are  doing? 
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CHAPTER  IV 

THE  PROBLEM  OF  WAGES 

i.  The  Economic  Law  oe  Wages 

From  the  standpoint  of  its  importance  to  the  industrial  worker, 
the  problem  of  wages  is  second  only  to  that  of  unemployment. 
Indeed,  if  we  base  our  judgment  of  the  relative  importance  of 
these  problems  upon  the  part  they  have  played  in  determining  the 
policies  and  programs  of  labor,  wages  would  be  ranked  first. 
Wages  have  a  tangible  reality,  their  bearing  upon  the  worker’s 
welfare  being  direct  and  obvious;  while  unemployment,  in  the 
laborer’s  mind,  takes  the  form  of  a  great  and  terrifying  menace, 
ever  present  yet  imperfectly  understood,  whose  action  does  not 
seem  to  be  amenable  to  prediction.  Again,  wages  are  determined 
in  the  first  instance  by  bargain  and,  hence,  seem  to  be  under  the 
control  of  human  volition;  while  unemployment  seems  to  result 
from  the  operation  of  sinister  forces  which  its  victims  are  power¬ 
less  to  control.  These  attributes  have  given  wages  a  place  of 
peculiar  prominence  in  the  thinking  of  the  laboring  population 
and  in  the  programs  of  the  unions. 

Wages  are  the  remuneration  given  to  the  laborer  by  the  em¬ 
ployer  for  the  work  which  has  been  done.  The  reason  why  wages 
are  paid  needs  no  explanation;  they  are  a  natural  resultant  of  the 
industrial  order  in  which  we  find  ourselves.  The  problem  is  to 
explain  why  they  stand  at  a  certain  level;  that  is,  what  determines 
the  amount  of  wages?  The  problem  is  very  complex;  no  single 
rule  or  formula  will  cover  the  entire  situation.  The  ranks  of  labor 
are  far  from  homogeneous;  there  are  many  different  grades  of 
worker,  from  the  unskilled  man  who  shovels  cinders  to  the  highly 
efficient  and  intelligent  electrician  who  keeps  the  motors  and 
dynamos  going.  Furthermore,  because  the  problem  involves  such 
vital  human  relationships,  it  is  apt  to  be  obscured  by  theories  of 
what  ought  to  be,  to  the  exclusion  of  clear  thinking  regarding  the 
causes  of  what  is.  For  this  reason,  if  for  no  other,  it  is  desirable  to 
become  acquainted  with  the  underlying  economic  theory  of  the 
determination  of  wages,  before  proceeding  to  the  practical  pro¬ 
blems  of  the  wage  contract. 

The  marginal  productivity  theory.  The  theory  of  money  wages 
commonly  held  by  economists  is  called  the  “marginal  produc¬ 
tivity  theory.”  The  purport  of  this  theory,  to  state  the  matter  in 
non-technical  terms,  is  that  the  economic  forces  of  a  competitive 
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and  non-regulated  industrial  order  such  as  ours  tend  to  give  each 
worker  a  money  wage  equal  to  the  value  of  his  contribution  to  the 
product  of  industry.  When  stated  in  the  abstract,  this  theory 
seeks  to  measure  the  amount  by  which  the  social  income  would 
decrease  through  the  withdrawal  from  industry  of  one  hired 
worker,  and  to  show  that  the  value  of  this  fragment  of  the  social 
income  fixes  the  rate  of  wages  for  all  workers  who  fall  into  the 
same  group  as  the  one  in  question.  The  economic  law,  therefore, 
goes  to  prove  that  when  men  work  for  a  private  employer,  they 
tend  to  get  what  they  are  worth  to  society  as  a  whole,  in  their 
character  as  producers  of  income.  This  theory  has  been  sub¬ 
jected  to  much  ridicule  as  a  bit  of  academic  reasoning  which  does 
not  square  with  the  facts  of  life.  The  complexities,  maladjust¬ 
ments,  and  aberrations  of  the  business  world  make  such  criticism 
of  theoretical  reasoning  easy  and  speciously  convincing.  Never¬ 
theless,  the  marginal  productivity  theory  of  wages  contains  a 
kernel  of  truth  of  much  importance  in  explaining  the  workings  of 
our  competitive  world.  It  is  well  to  understand  just  what  the 
economic  law  implies  and  within  what  limits  it  holds  true,  before 
we  attempt  to  solve  practical  problems  arising  out  of  the  wage 
contract. 

The  independent  worker.  If  all  workmen  to-day  were  inde¬ 
pendent  laborers,  directing  their  own  labor  and  marketing  their 
products,  their  money  incomes  would  be  determined  roughly  by 
the  marginal  productivity  law.  These  incomes  would  be  drawn 
directly  from  the  sale  of  their  goods  and  services  on  the  market  at 
prices  which  measured  the  utility  of  these  goods  to  the  consumers. 
The  prices  which  governed  the  money  incomes  of  the  different 
occupational  groups  would  themselves  be  determined  by  the 
numbers  of  workers  in  these  groups  in  relation  to  the  demand  for 
their  services.  Hence  the  situation  would  result  in  returning  to 
each  worker  a  rough  equivalent  of  his  worth  as  a  producer,  the 
test  being  applied  by  the  ultimate  consumer  of  his  product.  Such 
is  now  the  case  with  many  of  those  who  follow  the  so-called 
“liberal”  professions  —  medicine,  music,  law,  and  the  like. 

The  case  of  the  wage-earner.  The  typical  worker  to-day, 
however,  is  not  an  independent  laborer,  but  a  wage-earner  re¬ 
ceiving  his  money  income  from  an  employer  who  voluntarily  con¬ 
tracts  to  pay  him  stated  amounts  at  definite  intervals.  This  typi¬ 
cal  worker  does  not  sell  a  product  and  derive  his  money  income 
from  the  sale.  Indeed,  to  separate  the  result  of  his  labor  from  that 
of  the  other  workers  who  cooperate  with  him  and  market  it  by  it¬ 
self  is  manifestly  impossible.  It  is  valueless  except  as  a  part  of  the 
whole  process  which  carries  the  product  through  its  many  stages 
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until  its  final  emergence  in  a  form  suitable  for  the  satisfaction  of 
human  wants.  In  the  case  of  the  ordinary  wage  contract,  there¬ 
fore,  we  must  take  account  of  two  complicating  factors:  first,  the 
intricate  division  of  labor  which  conceals  the  product  of  any  given 
worker  and  makes  its  exact -measurement  very  difficult  if  not  im¬ 
possible;  secondly,  the  intermediation  of  the  employer  who  stands 
between  this  worker  and  the  ultimate  consumer.  Do  these  com¬ 
plications  suffice  to  overthrow  the  marginal  productivity  law  of 
wages?  A  little  analysis  will  convince  us  that  they  do  not  over¬ 
throw  this  law,  though  they  do  require  certain  qualifications. 

It  is  characteristic  of  our  economic  order  that  no  propertyless 
man  can  find  employment  unless  it  is  profitable  to  some  one  else 
to  hire  him.  As  the  worker  sees  the  situation,  his  money  income 
depends  merely  upon  the  willingness  and  ability  of  the  employer 
to  pay  it.  But  the  employer  looks  upon  wages  as  a  species  of  cost, 
differing  in  no  important  regard  from  the  cost  of  light,  heat,  raw 
materials,  and  the  other  elements  consumed  in  his  business.  De¬ 
spite  the  statement  of  moralists  that  “labor  is  not  to  be  considered 
an  article  of  commerce,”  the  business  man  applies  to  his  purchase 
of  labor  the  same  canons  of  business  prudence  which  govern  his 
expenditures  on  these  other  categories  of  materials.  The  em¬ 
ployer  will  agree  to  bear  the  cost  of  wages  only  if  he  is  confident 
of  his  ability  to  recover  it  from  the  sale  of  his  product.  Indeed,  if 
he  fails  to  do  this,  his  business  will  presently  become  bankrupt 
and  his  demand  for  labor  will  disappear.  Good  management 
demands  that  each  worker  contribute  as  much  to  the  corporate 
income  as  his  wage  subtracts  from  that  income.  In  any  chosen 
instance,  the  wage-earner’s  product  may  be  intangible  and  non- 
mensurable  in  the  physical  sense;  but  he  does,  none  the  less,  have 
the  power  to  expand  the  gross  money  income  of  the  enterprise. 
This  is  the  “produce”  of  the  workingman  as  viewed  by  his  em¬ 
ployer.  It  serves  at  the  same  time  to  create  the  employer’s  desire 
to  add  this  worker  to  his  payroll,  and  to  set  a  limit  to  the  amount 
of  money  wages  which  he  is  willing  to  pay  for  his  services. 

We  see,  then,  that  the  money  wages  of  the  hired  worker  and 
those  of  the  independent  laborer  are  controlled  by  essentially 
similar  forces.  In  the  broadest  sense,  each  workingman  through¬ 
out  the  whole  field  of  industry  is  a  servant  of  the  consumer  of 
goods,  cooperating  with  others  to  satisfy  human  wants.  A  true 
measure  of  his  economic  worth  as  a  producer  is  that  value  which 
the  ultimate  buyers  of  goods  and  services  place  upon  his  contribu¬ 
tion  —  however  slight  and  intangible  it  may  be  —  to  the  product 
of  industry.  Our  system  of  private  enterprise  thrusts  the  em¬ 
ployer  between  the  worker  and  the  consumers;  but  the  appraisal 


PROBLEMS  OF  THE  WAGE-EARNER 


94 

of  the  consumers  is  still  the  determining  factor.  The  employer 
derives  his  demand  for  labor  from  the  consumers’  demand  for  the 
products  of  his  industry;  and  he  derives  his  demand  price  for  any 
given  kind  of  labor  from  the  market’s  evaluation  of  that  portion 
of  the  industry’s  product  attributable  to  this  labor  group.  Re¬ 
ducing  these  relationships  to  their  simplest  terms,  it  appears  that 
the  role  of  the  employer  is  to  take  over  the  worker’s  product  and 
sell  it  on  the  market,  transmitting  to  the  worker  his  share  of  the 
proceeds  of  the  sale  Continuing  this  simplified  view  of  the  mat¬ 
ter,  we  may  take  any  article  of  wealth  bought  in  the  market  and 
regard  that  part  of  its  purchase  price,  not  absorbed  in  the  neces¬ 
sary  costs  of  interest,  rent,  and  insurance  against  risk,  as  the  con¬ 
sumers'  reward  for  all  the  labor  which  has  contributed  to  the  pro¬ 
duction  of  the  article  in  its  final  form.  The  ten  dollars  which  one 
pays  for  a  pair  of  shoes,  for  example,  is  a  composite  reward:  in 
part,  a  remuneration  for  the  capital  and  land  used  in  production ; 
in  part,  a  payment  for  the  labor  of  the  farmer,  the  tanner,  the 
factory  workers,  the  railway  men,  the  middlemen,  and  all  other 
persons  who,  either  by  manual  labor  or  managerial  skill,  have 
played  a  part  in  turning  out  the  product. 

Practical  difficulties.  Now  it  is  freely  admitted  that  we  have 
simplified  the  situation  far  more  than  is  true  of  the  actual  world  of 
affairs.  If  we  attempt  to  deduce  any  law  of  wages  from  the  be¬ 
havior  of  a  single  employer,  it  will  be  extremely  difficult  to  arrive 
at  any  general  statement  which  would  hold  true  outside  the  enter¬ 
prise  in  question.  Employers  are  situated  very  dissimilarly  as 
regards  their  ability  to  pay  a  given  rate  of  wages  and  recover  the 
outlay  through  the  sale  price  of  their  product.  For  one  thing, 
they  differ  as  to  their  own  efficiency  as  managers;  for  another,  as 
to  the  efficiency  of  their  mechanical  equipment;  again,  as  to  the 
intensity  of  the  competition  to  which  they  are  subjected.  As  far 
as  the  individual  employer  is  concerned,  the  rate  of  wages  is  one 
of  the  facts  of  industry,  determined  by  forces  which  he  does  not 
understand,  though  he  may  attempt  to  influence  them  to  his  own 
profit.  Nevertheless,  he  will  admit  that  there  is  an  upper  limit 
to  his  wage  offer,  and  that  this  limit  is  set  by  the  necessity  of  com¬ 
pelling  his  employees  to  earn  their  own  costs.  Moreover,  if  he 
carries  his  thought  far  enough,  he  will  agree  that  the  determina¬ 
tion  of  this  upper  limit  does  not  rest  solely  with  him,  but  must  be 
referred  in  the  final  analysis  to  the  market  which  fixes  a  price  upon 
the  goods  which  he  offers  for  sale. 

It  is,  however,  when  we  direct  our  attention  to  the  whole  of 
industry  rather  than  to  the  conditions  of  an  isolated  enterprise, 
that  we  see  most  clearly  this  relationship  between  the  money 
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wages  of  the  worker  and  the  market  price  of  his  product.  The 
entire  supply  of  a  given  kind  of  labor  can  find  employment  in  the 
open  market  only  if  the  purchasers  of  goods  are  willing  to  buy  all 
the  product  of  their  efforts.  To  disentangle  that  portion  of  the 
product  attributable  to  the  wage-earners  as  distinct  from  the  other 
productive  factors,  we  must  assume  that  the  shares  accruing  to 
landlords,  capitalists  and  managers  are  determined  by  competi¬ 
tive  forces.  Then  it  will  appear  that  the  terms  upon  which  any 
labor  group  can  find  employment  will  be  subjected,  as  a  limiting 
condition,  to  the  test  of  the  money  appraisal  which  consumers 
place  upon  their  services  as  producers. 

Diminishing  productivity.  One  other  element  must  be  added 
before  this  analysis  of  the  forces  which  govern  the  wage  rate  can 
be  used  in  our  study  of  the  labor  problem.  Employing  the  terms 
used  in  abstract  economics,  we  may  say  that  labor,  like  all  other 
factors  of  production,  conforms  to  the  law  of  diminishing  marginal 
productivity.  This  means  that  when  the  supply  of  labor  of  any 
kind  increases,  other  things  —  capital  supply,  land,  supplies  of 
other  types  of  labor  —  remaining  constant,  the  productivity  of 
the  individual  member  of  that  group  of  laborers  declines,  after  the 
increase  has  passed  a  certain  point.  This  statement  holds  true 
whether  it  be  applied  to  the  entire  working  force,  or  to  any  one 
group  within  the  working  force;  and  whether  the  attention  be 
focussed  on  a  single  enterprise  or  upon  the  entire  range  of  in¬ 
dustry.  If  a  modern  factory  increases  its  total  complement  of 
workers  —  executive,  clerical,  skilled,  unskilled  —  without  in¬ 
creasing  its  land  and  capital  equipment,  though  the  output  of  the 
factory  will  probably  increase  it  will  do  so  at  a  progressively  slower 
rate  after  a  certain  point  has  been  reached  in  the  process  of  ex¬ 
pansion.  If,  on  the  other  hand,  the  increase  in  the  working  forces 
takes  place  within  any  one  group  of  workers  —  let  us  say,  the 
clerical  staff  —  while  all  other  factors  remain  constant,  there  will 
be  evidence  of  the  same  principle  of  diminishing  productivity  per 
unit  as  applied  to  the  increasing  factor.  The  compelling  cause 
of  this  phenomenon  is  this:  as  the  number  of  workers  increases, 
other  things  constant,  each  will  receive  less  effective  cooperation 
from  the  other  productive  factors.  A  given  capital  equipment, 
a  given  supply  of  land  and  managerial  ability  can  be  utilized  with 
maximum  effectiveness  from  the  standpoint  of  the  wage-earner, 
when  the  labor  force  has  grown  to  a  certain  size.  If  the  number 
of  workers  expands  beyond  this  point,  each  will  be  less  well 
equipped  with  capital  and  less  well  directed  than  before,  and,  con¬ 
sequently,  each  can  produce  less. 

How  it  works  in  practice.  When  the  economist  states  this  prin- 
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ciple  of  diminishing  marginal  productivity  in  the  peculiar  language 
of  his  craft,  the  “practical”  business  man  is  wont  to  reply  that  it 
conforms  to  no  business  principle  with  which  he  is  familiar.  But 
the  difficulty  here  lies  in  the  language  and  not  in  the  principle 
itself;  for,  like  the  man  who  was  surprised  to  discover  that  he  had 
been  talking  prose  all  his  life,  the  business  man  can  be  made  to 
see  that  he  has  habitually  adjusted  his  operations  to  the  law  of 
diminishing  marginal  productivity.  To  illustrate,  let  us  assume 
that  an  employer  hires  a  certain  number  of  clerks  at  a  wage  of 
fifteen  dollars  a  week.  But  why  a  “certain  number”?  Having 
once  begun  to  hire  clerks  at  this  rate,  why  does  he  not  continue 
indefinitely  to  do  so?  If  the  first  ones  hired  were  “worth  their 
wages,”  why  is  not  the  twentieth  or  the  fiftieth  or  the  thou¬ 
sandth?  Obviously,  it  is  because  the  worth  of  any  clerk  to  the 
business  man  depends  in  some  manner  upon  how  many  he  already 
has  at  work;  as  the  number  increases  beyond  a  certain  point,  the 
economic  worth  of  each  clerk  begins  to  decline.  The  business 
man  would  probably  say,  somewhat  bluntly,  that  he  stops  hiring 
clerks  when  he  has  all  that  he  needs;  but  he  will  readily  admit, 
upon  pursuing  the  matter  further,  that  he  does  not  mean  this 
literally.  For,  if  the  wages  paid  to  clerks  as  compared  to  those 
paid  other  types  of  labor  should  decline,  he  will  find  it  profitable 
to  employ  more  of  them;  or,  to  state  the  converse,  if  their  wages 
rise  far  enough,  he  will  begin  to  reduce  the  number  on  his  payroll. 
This,  at  any  rate,  is  the  reaction  of  business  men  in  general  to 
fluctuations  in  wage  rates.  In  other  words,  employers  do  not  ha  ve 
a  fixed  demand  for  a  certain  definite  number  of  workers  of  any 
sort,  but  a  demand  which  varies  with  the  cost  of  the  workers. 
And  it  is  universally  true  that  the  economic  worth  to  the  em¬ 
ployer  of  the  individual  member  of  a  labor  group  falls  as  the 
number  of  that  group  on  his  payroll  increases,  until  a  time  comes 
when  an  additional  worker  would  not  produce  enough  to  equal 
his  wage  cost.  This  is  the  law  of  diminishing  marginal  productiv¬ 
ity  as  viewed  from  the  standpoint  of  the  individual  employer. 

The  effect  on  labor.  Now  this  factor  of  diminishing  marginal 
productivity  has  an  important  influence  upon  the  welfare  of  the 
wage-earner.  If  we  can  call  before  our  minds  the  image  of  some 
group  of  workers  —  let  us  say,  ordinary  machine  operatives  — 
increasing  in  number  faster  than  the  other  factors  of  production, 
it  will  be  easy  for  us  to  see  that  the  late  comers  who  join  the  group 
will  be  worth  less  to  their  employers  than  those  who  came  before 
them.  Because  of  this  diminishing  economic  worth,  the  em¬ 
ployer,  even  if  he  paid  over  to  them  the  entire  value  of  their  con¬ 
tribution  to  his  enterprise,  would  be  compelled  to  take  on  these 
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later  comers  at  lower  rates  of  money  wages  than  he  has  been  in  the 
habit  of  paying.  We  might  not  see  so  dearly,  however,  that  the 
older  members  of  the  group  were  also  worth  less  now  than  before, 
and  that,  again  on  the  assumption  that  money  wages  were  equal 
to  the  value  of  the  worker’s  product,  their  wages  must  fall,  too. 
But  a  little  reflection  will  convince  us  that  this  would  be  the  effect 
of  business  practice  if  not  of  justice.  For,  as  the  employer  views 
the  situation,  in  a  homogeneous  group  one  member  of  which  can 
be  substituted  for  another,  the  economic  worth  of  one  laborer 
depends  upon  what  it  costs  to  hire  another  man  to  take  his  place. 
And  if  the  wage  rate  for  men  outside  the  plant  who  can  do  the 
same  work  is  going  down,  those  who  now  hold  jobs  must  presently 
suffer  a  reduction  of  wages,  else  they  will  be  dismissed  and  their 
places  filled  by  the  newcomers.  If  they  are  dismissed  and,  con¬ 
sequently,  are  themselves  put  under  the  necessity  of  applying  for 
work  as  additional  members  of  some  other  employer’s  labor  force, 
their  reduced  economic  worth  will  become  apparent. 

If  we  follow  the  illustration  used  in  the  preceding  paragraph  a 
little  farther,  it  will  be  seen  that  the  ultimate  effect  of  this  dispro¬ 
portionate  increase  in  the  number  of  workers  is  to  lower  some¬ 
what  the  prices  of  the  goods  they  produce  and  thus  redound  to  the 
benefit  of  consumers.  It  still  holds  true  that  the  workers’  money 
wages  are  determined  by  the  value  placed  on  their  contribution 
to  the  product  in  the  market.  But,  if  the  increase  in  the  number 
of  workers  has  been  appreciable,  the  supply  of  the  product  upon 
which  they  are  engaged  will  have  increased,  with  a  consequent 
fall  in  the  price  per  unit  at  which  it  is  sold.  At  the  same  time,  as 
we  have  seen,  the  productive  effectiveness  of  the  individuals  in  the 
group  will  have  declined.  These  two  factors,  therefore,  combine 
to  reduce  the  money  wages  of  any  type  of  labor  which  is  increas¬ 
ing  out  of  proportion  to  the  other  factors  of  production. 

The  law  stated.  If,  now,  we  gather  together  the  results  of  this 
rather  abstract  discussion,  we  have  these  considerations  governing 
the  rate  of  money  wages:  first,  the  hiring  of  men  being  optional 
with  the  employer,  he  will  offer  employment  only  on  such  terms 
as  are  remunerative  to  himself;  secondly,  since  the  employer  can 
recover  what  he  expends  in  wages  only  through  the  sale  of  his  pro¬ 
duct,  any  attempt  that  he  makes  to  appraise  the  economic  worth 
of  the  worker  to  his  enterprise  must  be  stated  in  terms  of  the 
worker’s  contribution  to  this  product;  thirdly,  the  economic  worth 
of  any  member  of  a  given  general  class  of  labor  varies  inversely 
with  the  supply  of  labor  of  that  type  (other  things  equal).  The 
economic  law  of  wages,  then,  is  stated  as  follows:  “Each  worker 
will  receive  in  money  wages  the  equivalent  of  his  contribution  to 
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the  product  of  industry,  the  amount  of  this  contribution  being 
equal  to  the  productivity  of  the  ‘marginal’  man  in  his  group.” 
This  law  rests  upon  those  assumptions  regarding  the  free  play  of 
competition  which  underlie  the  reasoning  of  the  economists  re¬ 
garding  all  market  prices;  it  assumes,  particularly,  that  the  work¬ 
ing  population  falls  into  certain  well-defined  homogeneous  groups 
within  which  the  individuals  may  be  substituted  for  each  other  at 
will;  that  the  members  of  these  groups  are  in  perfect  competi¬ 
tion  with  one  another  for  employment;  and  that  a  similarly  per¬ 
fect  competition  dominates  the  dealings  of  the  employers  in  the 
labor  market. 

The  bargaining  factor.  If  we  examine  this  law  of  wages  with 
these  assumptions  in  mind,  we  shall  see  that  it  is,  at  best,  not  a 
statement  of  what  the  wage  rate  in  any  given  case  will  be,  but 
rather  a  statement  of  the  highest  rate  which  employers  will  pay. 
No  employer  will  pay  more  than  the  amount  determined  by  this 
law,  since  to  do  so  would  turn  the  wage  bargain  into  a  net  loss  for 
him.  But  they  all  will  gladly  pay  less,  and  as  much  less  as  is 
possible  through  shrewd  bargaining.  The  economist’s  law  of 
money  wages  —  called  the  “marginal  productivity  theory”  — 
has,  in  general,  been  repudiated  by  labor  leaders;  but  its  fault  lies 
not  so  much  in  its  incorrectness  as  in  the  false  impression  of  exact¬ 
ness  which  it  gives  and  in  the  faith  it  reposes  in  the  power  of  com¬ 
petition  to  compel  employers  to  pay  the  highest  demand  price 
when  hiring  workers. 

Now,  there  are  many  reasons  why  we  cannot  conclude  that 
wage  rates  will  automatically  rise  to  the  level  determined  by  this 
law.  In  the  first  place,  complex  division  of  labor  resulting,  as  it 
does,  in  the  splitting-up  of  processes  into  minute  fractions  of  the 
whole,  makes  it  quite  impossible  to  fix  any  precise  value  upon  that 
fragment  of  the  composite  product  which  is  attributable  to  the 
labor  of  a  single  workman.  How  would  we  undertake,  for  example, 
to  state  in  dollars  and  cents  how  much  a  given  stenographer  adds  to 
the  corporate  income  of  an  enterprise;  how  much  a  night  watch¬ 
man;  how  much  a  stock  clerk;  or  a  machinist,  an  accountant,  an 
elevator  boy,  or  any  other  single  worker?  With  the  best  of  in¬ 
tentions,  and  with  the  application  of  the  most  exact  methods  of 
modern  cost  accounting,  neither  workman  nor  employer,  nor  both 
working  in  cooperation  with  each  other,  can  settle  a  value  for 
these  services  which  will  be  recognized  by  all  as  fair.  Since  this 
cannot  be  done  in  any  individual  case,  we  must,  in  order  to  have 
confidence  in  the  correct  working  of  the  economic  law  of  wages, 
assume  that  these  valuations  result,  in  some  way,  from  the  opera¬ 
tion  of  competitive  forces  in  the  general  industrial  world.  If  we 
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can  make  this  assumption,  then  it  can  be  said  that  each  employer 
by  adopting  this  rate  will  pay  to  the  worker  his  maximum  value  to 
industry  as  a  whole,  even  if  this  does  not  conform  to  his  exact 
economic  worth  in  the  employer’s  own  enterprise. 

Such  an  assumption  rests  upon  a  belief  that  competition  works 
as  freely  on  one  side  of  the  wage  contract  as  on  the  other.  But 
this  is  untrue;  and  here  we  find  a  second  reason  why  the  economic 
law  of  wages  is  inapplicable  in  practice  to  specific  cases.  For 
wage-earners,  as  one  will  be  convinced  by  even  a  superficial  ex¬ 
amination  of  the  facts,  are  usually  not  in  position  to  take  full 
advantage  of  competition  among  employers.  To  do  so  they  must 
be  able  to  play  off  one  employer  against  another;  to  move  about  at 
will  from  one  locality  to  another;  to  discard  one  line  of  occupation 
and  undertake  a  different  one  whenever  it  is  to  their  immediate 
financial  advantage  to  do  so.  All  of  this  requires  a  degree  of 
mobility  in  the  ranks  of  labor  which  the  average  workman  does 
not  possess,  and  which  he  is  prevented  from  acquiring  because 
(to  mention  but  one  factor  among  many)  of  the  mere  cost  of 
transportation  for  himself,  his  family,  and  his  household  effects. 

The  sphere  of  bargaining.  For  these  reasons  alone  we  cannot 
conclude  that  the  actual  wage  rate  for  any  particular  workman  or 
class  of  workmen  will  conform  exactly  to  the  prescriptions  of  eco¬ 
nomic  theory.  In  fact,  we  must  accept  this  law  of  marginal  pro¬ 
ductivity  for  what,  in  truth,  it  is :  a  statement  of  the  upper  limit  of 
the  wage  rate  under  given  conditions  as  to  the  efficiency  of  indus¬ 
try.  The  rate  of  wages  in  any  specific  enterprise  for  any  class  of 
workers  cannot  rise  above  the  point  determined  by  this  law,  but 
may  fall  below  it ;  where  it  actually  rests  will  be  settled  by  bargain¬ 
ing  between  employer  and  workman.  It  would  aid  us  to  delimit 
the  scope  of  this  bargain  if  we  could  ascertain  with  precision  the 
lower  limit  of  the  wage  rate  —  the  point  below  which  all  workers 
will  refuse  employment.  It  is  safe  to  say  that  there  is  such  a 
lower  limit  at  any  given  time,  but  it  is  fixed  by  forces  too  complex  to 
be  gathered  up  in  a  simple  formula :  forces  of  emotion  as  well  as  of 
reason,  of  sentiment,  of  pride,  of  tradition  and  loyalty,  as  well  as 
of  economic  interest.  Within  the  boundaries  of  the  two  limits 
thus  marked  out  —  the  upper  limit  equal  to  the  value  of  the  work¬ 
man’s  product,  and  the  lower  limit  represented  by  that  vague  line 
below  which  free  men  will  cease  to  labor  —  lies  the  sphere  of  bar¬ 
gaining.  And  within  this  sphere  the  actual  rate  of  wages  is  deter¬ 
mined  by  the  relative  bargaining  power  of  the  two  parties  to  the 
wage  contract. 
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2.  National  Prosperity  and  the  Wage  Rate  1 

The  subject  of  the  relationship  between  national  productivity 
and  real  wages  has  a  direct  bearing  on  wage  determinations,  be¬ 
cause  it  involves  the  application  of  a  modern  academic  theory  of 
wages  and  the  validity  of  several  arguments  or  “principles”  re¬ 
cently  invoked  in  wage  adjustments. 

The  academic  theory  in  question  is  the  explanation  of  the  dis¬ 
tributive  process  known  as  the  “theory  of  marginal”  or  “specitic 
productivity.”  My  hearers  are  undoubtedly  familiar  with  this 
varied  and  intricate  theory,  and  so  I  shall  not  attempt  to  sum¬ 
marize  it  except  by  saying  roughly  that  it  contends  that  there  is 
a  close  relationship  between  what  each  group  engaged  in  produc¬ 
tion  contributes  to  the  national  grab-bag  and  what  it  receives 
back. 

The  other  arguments  referred  to  are  of  a  more  popular  nature, 
and  are  usually  found  in  propaganda  representing  special  interests 
or  in  the  proceedings  before  wage  arbitration  boards. 

There  is  the  argument  that  the  standard  of  living  of  the  wage- 
earners  increases  with  the  efficiency  of  the  modern  productive  pro¬ 
cess,  and  that  if  the  workers  want  higher  real  wages  they  should 
buckle  down  and  work  harder  instead  of  asking  for  higher  money 
wages  or  striking  or  restricting  production  in  other  ways.  This 
argument  usually  embraces  the  contention  that  real  wages  cannot 
be  increased  by  any  other  method  than  by  an  increase  in  national 
productivity. 

There  is  the  argument  that  wages  should  be  adjusted  up  or 
down  in  direct  ratio  to  a  cost-of-living  index.  This  is  usually 
advanced  by  wage-earners  in  times  of  rising  prices  to  prevent  a 
decrease  in  real  wages,  and  by  employers  in  times  of  falling  prices 
to  prevent  an  increase  in  real  wages. 

There  is  the  argument,  akin  to  the  first-mentioned,  that  the 
real  wages  of  one  group  of  workers  can  be  increased  only  at  the 
expense  of  another  group  of  workers,  and  that  if  such  a  readjust¬ 
ment  occurs  it  creates  an  abnormal  relationship  in  the  fabric  of 
wages  and  prices,  and  so  prevents  the  arrival  of  general  prosperity. 

There  is  the  argument  that,  the  national  income  being  what 

1  From  an  article  by  Geo.  Soule,  “The  Productivity  Factor  in  Wage  Detei  mi  na¬ 
tions,”  in  The  American  Economic  Review,  vol.  13,  supplement. 
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it  is,  there  can  be  no  marked  or  general  increase  in  real  wages, 
because  such  an  increase  would  necessitate  an  increase  in  the 
national  income.  This  argument,  together  with  the  preceding 
one,  has  recently  had  a  wide  vogue,  and  was  sanctioned  by  the 
United  States  Railroad  Labor  Board  in  its  last  wage  decision,  in 
which  it  attacked  the  principle  of  the  living  wage. 

The  subject  also  has  a  bearing  on  the  reasonable  expectations 
of  wage-earners  under  the  present  economic  order,  and  hence  on 
the  desirability  of  maintaining  this  order  unchanged  from  the 
point  of  view  of  the  wage-earner.  Marxian  Socialists,  for  in¬ 
stance,  contend  that  under  the  present  order  real  wages  have  a 
tendency  to  fall,  and  cannot  be  increased.  In  this  contention 
they  are  at  one  with  those  who  argue  that  money  wages  should  not 
rise  more  rapidly  than  the  cost  of  living,  and  with  those  who 
argue  that  real  wages  cannot  be  increased  without  disaster  to 
the  economic  fabric.  Such  arguments,  it  will  be  noted,  are  in¬ 
compatible  with  the  theory  that  real  wages  do  increase  with  a 
growth  in  productivity.  We  shall,  I  believe,  find  light  on  these 
various  contradictory  assumptions  only  by  a  quantitative  in¬ 
vestigation  of  the  facts. 

The  national  income.  Several  studies  of  the  course  of  the  phys¬ 
ical  production  in  the  United  States,  not  including  a  complete  list 
of  products,  but  nevertheless  on  a  wide  basis  of  fundamental  data, 
have  been  independently  made,  notably  by  Professor  Walter  W. 
Stewart,  late  of  Amherst  and  now  of  the  Federal  Reserve  System, 
and  Professor  Edmund  E.  Day  of  Harvard.  These  studies  agree 
substantially  with  each  other.  Dr.  Day’s  index  indicates  that 
between  1899  and  1920  production  of  all  classes  of  commodities  in¬ 
creased  from  64.6  to  1 1 7.0,  the  base,  or  100,  being  an  average  of  pro¬ 
duction  for  the  years  190910  1913.  This  is  an  increase  of  about 
80  per  cent  for  the  22  years.  During  the  same  years  manufactur¬ 
ing  production  alone  increased  at  a  slightly  higher  rate,  or  from 
58.4  to  1 1 5.0.  The  population  during  these  years  increased  from 
about  75  millions  to  about  105  millions,  or  about  40  per  cent. 
Thus  it  is  clear  that  total  production  increased  about  twice  as 
rapidly  as  the  population  between  1899  and  1920,  and  that  manu¬ 
facturing  production  increased  at  a  rate  even  slightly  higher.  If 
we  divide  the  index  of  production  by  an  index  of  population,  we 
find  that  production  per  capita  of  the  population  increased  from 
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84  to  107,  or  about  28  per  cent,  and  that  manufacturing  produc¬ 
tion  per  capita  of  the  population  increased  from  76  to  105,  or 
about  39  per  cent. 

It  is  thus  clear  that,  over  a  considerable  recent  period  concern¬ 
ing  which  fairly  complete  and  accurate  data  are  obtainable,  the 
national  product  increased  so  much  more  rapidly  than  the 
population  that  each  man,  woman,  and  child  in  the  country 
might  have  received  from  30  to  40  per  cent  more  goods  per  year 
at  the  end  of  the  period  than  each  one  received  at  the  beginning. 
If  we  smooth  out  the  fluctuations  of  production  incidental  to  the 
business  cycle,  we  find  that  the  average  per-capita  increment 
to  national  production  was  slightly  under  2  per  cent  a  year. 
This  means  that  the  real  wages  of  all  wage-earners  might  have 
been  increased  at  the  rate  of  a  little  less  than  2  per  cent  every 
year,  or  between  30  and  40  per  cent  for  the  period  in  question, 
while  the  real  incomes  of  all  other  persons  were  being  increased 
in  like  proportion.  This  includes,  of  course,  incomes  classified 
under  the  heads  of  land  and  capital. 

To  put  the  matter  in  another  way,  every  person  in  1899  re¬ 
ceived  a  certain  share  of  the  national  product.  We  need  not 
question  here  whether  that  sharing  was  just  or  proper;  we  know 
only  that  it  existed  and  hence  was  possible.  Now  if  every  one  had 
continued  to  receive  the  same  share  year  after  year,  each  person’s 
real  income  would  have  increased  as  the  national  product  per 
capita  increased.  If  wage-earners,  for  instance,  had  continued  to 
receive  the  same  per-capita  share  of  the  national  product  year 
after  year,  average  real  wages  would  have  increased  in  direct  ratio 
to  the  increase  in  per-capita  production,  and  this  without  any 
relative  loss  to  the  shares  of  other  classes  of  the  population  or  to 
land  and  capital.  What,  as  a  matter  of  fact,  happened? 

Trend  of  real  wages.  Before  the  period  above  mentioned  we 
have  only  data  of  the  most  general  nature  —  production  figures 
of  pig  iron,  for  instance,  wage  rates  in  some  occupations,  an  index 
of  retail  food  prices.  In  general  it  seems  reasonable  to  suppose 
from  what  we  know  that  both  production  and  real  wages  increased 
between  1870  and  1896.  We  have  not  enough  data  to  make 
possible  a  detailed  comparison  between  the  two  factors  in  this 
jarliei  period. 

All  studies  of  the  subject,  however,  indicate  that  real  wages 
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began  to  fall  about  i8q6  and  continued  to  fall  up  to  1914  and  per¬ 
haps  for  two  or  three  years  more.  The  most  comprehensive  and 
satisfactory  data  from  which  to  calculate  the  trend  of  wages  come 
from  the  United  States  Census  of  Manufactures.  The  Census  of 
Manufactures  covers  all  wage-earners  in  factories  and  it  gives  the 
material  for  calculating  annual  earnings  instead  of  wage  rates, 
thus  including  the  effects  of  part-time  and  seasonal  unemploy¬ 
ment.  It  has  been,  to  be  sure,  compiled  only  every  five  years  and 
thus  misses  much  of  the  fluctuation  of  the  business  cycle,  but  over 
a  period  of  twenty  years  we  ought  to  be  able  to  discover  a  trend 
within  reasonable  limits  even  from  five-yearly  data.  An  index  of 
real  wages,  made  by  comparing  the  census  figures  with  the  index 
of  retail  food  prices,  shows  the  following  result,  if  we  take  1889  as 
the  base: 


Index  of  Real  Wages  (in  Food) 


1889 . 

1899 . 

. .  99 

1904 . 

.  99 

1914 . 

.  89 

1919 . 

.  98 

Thus,  while  per-capita  production  was  increasing  more  than 
30  per  cent,  real  wages  first  fell  10  per  cent  and  then  recovered  to 
a  position  slightly  below  the  levels  of  1889  and  1899.  It  is  thus 
evident  that  wage-earners  not  only  did  not  receive  the  same  share 
per  capita  of  the  increased  product  year  after  year,  but  actually 
were  receiving  at  the  end  of  the  period  slightly  less  goods  than  at 
the  beginning.  If  real  wages  had  increased  in  direct  ratio  to  the 
increase  in  per-capita  production,  the  index  number  of  real  wages 
in  1919  would  have  been  nearer  140  than  98. 

The  index  of  retail  food  prices  was  used  in  arriving  at  these 
figures  because  it  is  the  only  good  index  of  retail  prices  we  have 
over  the  whole  period.  It  may  not  be  closely  indicative  of  the 
trend  of  the  cost  of  living  as  a  whole,  but  since  food  occupies 
nearly  40  per  cent  of  the  wage-earner’s  family  budget,  we  are 
justified  in  assuming,  I  think,  that  the  error  is  slight  before  1914. 
It  certainly  is  not  large  enough  to  invalidate  the  broad  conclusion 
that  the  trend  of  real  wages  was  quite  different  from  the  trend  of 
productivity. 
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More  detailed  figures  on  the  course  of  money  wages  and  on 
the  cost  of  living  are  available  between  1914  and  the  present. 
It  is  well  to  examine  these,  not  only  to  secure  an  index  of  real 
wages  for  1920,  1921,  and  1922,  but  to  check  up  any  error  that 
may  be  involved  in  using  the  retail  food  index  since  1914  when, 
on  account  of  the  disturbance  of  price  relationships  incident  to 
the  war  inflation  and  deflation,  food  prices  fluctuated  more  widely 
than  other  retail  prices. 

The  best  sources  for  money  wages  year  by  year  since  1914  are 
the  figures  of  average  weekly  earnings  published  by  the  States  of 
New  York  and  Wisconsin.  Both  cover  a  wide  range  of  industries 
and  a  large  sample  of  the  factory  workers  of  the  respective  States. 
That  the  movement  of  New  York  wages  in  particular  may  be 
considered  closely  indicative  of  factory  wages  throughout  the 
country  is  indicated  by  the  census  figures,  which  show  an  increase 
of  average  yearly  factory  wages  between  1914  and  1919  of  99.04 
per  cent  for  New  York,  and  of  99.8  per  cent  for  the  Nation. 

Index  of  Real  Wages  (Cost  of  Living) 
for  New  York  and  Wisconsin 


1914 . 100.0 

i9T5 . 101.7 

1916  . 102.2 

1917  .  93-5 

1918  .  96.6 

1919  . 101 .2 

1920  . no. I 

1921  . 1 14. 7 

1922  (10  mos.) . 117.3 


This  would  indicate  an  increase  in  real  wages  of  about  17  per 
cent  between  1914  and  the  present  year.  If  we  join  this  new 
series  with  our  former  series  derived  from  the  census,  however, 
and  reduce  it  to  the  base  of  1889,  we  find  that  real  wages  at 
present  have  increased  only  a  little  over  4  per  cent  above  1889,  or 
about  5  per  cent  above  1899.  The  index  number  on  the  1889  base 
is  104.4. 

Thus,  even  taking  into  consideration  the  recent  rise  in  real 
wages,  due  chiefly  to  the  more  rapid  drop  of  prices  than  of  wage 
rates  since  1920,  we  have  only  a  5  per  cent  increase  in  the  per- 
capita  purchasing  power  of  factory  wages  to  compare  with  a  30  or 
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40  per  cent  increase  in  per-capita  production  in  the  last  twenty- 
five  years.  Making  the  utmost  possible  allowance  for  error  in 
the  real  wage  figures,  it  is  hardly  conceivable  that  this  gap  would 
be  bridged. 

What  groups  have  gained?  What  became  of  the  augmented 
production  of  physical  goods  between  1899  and  the  present  which 
wage-earners  failed  to  receive?  The  first  thought  is,  naturally, 
that  they  may  have  gone  to  other  elements  engaged  in  manu¬ 
facturing.  Both  the  Marxian  and  classical  economists,  having 
in  mind  the  great  increase  in  productive  capital,  might  expect  to 
see  the  share  of  profits  and  interest  enlarged.  The  census  figures, 
however,  seem  to  prove  that  this  is  not  the  case,  at  least  to  any 
great  degree.  If  we  calculate  the  percentages  of  “Value  Added  by 
Manufacture”  which  were  paid  in  wages,  in  salaries,  and  in  the 
margin  which  went  for  profits,  interest,  depreciation,  and  mis¬ 
cellaneous  expenses,  we  find  that  wages  very  nearly  if  not  quite 
held  their  own,  that  salaries  increased  somewhat,  and  that  the 
property  interest  decreased  slightly.  Dr.  King’s  emendation  of 
my  table  on  this  point  is  as  follows: 


Yeas 

Wages 
(per  cent) 

Salaries 
(per  cent) 

Profits,  Interest, 
Depreciation, 
Rent,  and 
Miscellaneous 
(per  cent) 

1889 . 

44 

8 

48 

1899 . 

42 

8 

SO 

1904 . 

41 

9 

50 

1909 . 

40 

11 

49 

1914 . 

41 

13 

46 

1919 . 

42 

12 

46 

The  distributors.  My  first  suggestion  was  that  the  extra  pro¬ 
ducts  were  absorbed  by  those  engaged  in  the  distributing  process, 
and  by  the  “overhead”  trades  or  those  not  engaged  in  the  pro¬ 
duction  of  physical  goods.  This  inference  is  made  reasonable  by 
the  fact  that  retail  prices  before  the  war  seem  to  have  risen  more 
than  wholesale  prices.  Between  1899  and  1914*  for  instance,  re¬ 
tail  prices  of  food  increased  50  per  cent,  while  wholesale  prices  of 
food  increased  only  37  per  cent.  Unfortunately  we  have  no  other 
good  series  of  retail  prices  to  compare  with  wholesale  prices  before 
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1914.  The  same  inference  is  indicated  by  the  rapidly  increasing 
percentage  of  the  population  engaged  in  trade  and  finance,  the 
numbers  in  such  occupations  having  grown  from  6.4  per  cent  of 
the  gainfully  employed  in  1890  to  10.2  per  cent  in  1920.  The 
evidence,  however,  is  inadequate  on  this  point,  and  although  it 
seems  probable  that  the  merchants,  bankers,  advertising  men,  and 
the  like  have  in  part  been  responsible  for  absorbing  the  addition  to 
the  national  income  lost  by  those  engaged  in  manufacture,  they 
could  hardly  have  absorbed  all  of  it. 

The  agriculturalists.  Dr.  King  is  responsible  for  the  data 
which  appear  to  show  that  the  bulk  of  the  increase  in  production 
went  to  those  dependent  on  agriculture  for  their  livelihood.  On 
the  basis  of  his  estimates  of  the  national  money  income,  he  finds 
that  the  share  of  the  total  income  of  the  United  States  going  to 
those  engaged  in  agriculture  increased  from  about  13  per  cent  in 
1889  to  about  20  per  cent  in  1918.  During  the  same  period,  the 
share  of  the  total  income  going  to  those  engaged  in  manufacture 
fell  a  little  and  then  increased  slightly,  or  from  about  26  per  cent 
in  1889  to  about  29  per  cent  in  1918.  The  percentage  of  mining 
income  showed  only  a  slight  increase,  while  transportation  fell 
slightly. 

Meanwhile  the  number  of  persons  engaged  in  agriculture  had 
not  increased  nearly  so  rapidly  as  the  numbers  engaged  in  the 
other  occupations.  And  so  the  larger  share  of  income  which  agri¬ 
culture  received  was  divided  among  a  smaller  percentage  of  the 
gainfully  employed  population.  From  these  figures  it  is  difficult 
to  avoid  the  conclusion  that  the  per-capita  real  income  of  those 
engaged  in  agriculture  rose  so  rapidly  between  1899  and  1919  as 
to  absorb  most  of  the  increment  to  national  production  which,  as 
we  have  seen,  was  not  shared  by  factory  workers.  Dr.  King’s 
tables  on  these  points  are  here  repeated  for  the  convenience  of  the 
reader  on  page  107. 

It  would  be  improper  to  infer  from  these  figures  that  the  in¬ 
crease  in  the  average  per-capita  agricultural  income  was  wholly 
reflected  in  the  prosperity  of  actual  working  farmers.  If  we  bear 
in  mind  the  enormous  increases  in  the  value  of  good  farming  land, 
and  the  large  number  of  tenant  farmers  and  farm  mortgages,  we 
must  conclude  that  a  great  part  of  this  new  income  did  not  bring 
full  benefit  to  actual  tillers  of  the  soil. 
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Percentage  oe  the  Total  Income  of  the  United  States 


18S9 

1899 

1909 

1918 

Attributed  to  value  product  of : 
Agriculture . 

12.8 

14. 1 

16.2 

20.4 

Mining . 

2-5 

3-1 

3-i 

3-3 

Manufacturing . 

25.6 

23.1 

23 -S 

29.4 

Transportation . 

10.4 

9.2 

9.6 

8.7 

Total . 

Si-3 

49-5 

52-4 

61 .8 

Percentages  of  Total  Number  of  Persons  having  Gainful 

Occupations 


1890 

1900 

I9IO 

1920 

Attributed  to: 

Agriculture . 

39 

36 

33 

26 

Mining . 

i-7 

1.9 

2.4 

2.6 

Manufacturing . 

18 

18 

22 

27 

Transportation . 

4-7 

5 

6.2 

7-4 

Total . 

63 

61 

64 

63 

The  drastic  fall  in  agricultural  income  in  1920  and  1921  coin¬ 
cides  with  the  recent  increase  in  real  wages  of  factory  workers. 
But  it  should  be  remembered  that  real  wages  have  apparently  not 
yet  risen  sufficiently  to  indicate  that  factory  workers  are  receiving 
as  large  a  per-capita  share  of  the  national  product  as  in  1899.  As 
far  as  their  improvement  of  status  is  concerned,  the  agricultural 
real  income  per  capita  might  still  be  more  than  40  per  cent 
greater  than  in  1899.  If  the  farmers  are  therefore  suffering  from 
extreme  deflation,  they  should  look  elsewhere  than  to  high  wages 
for  the  cause.  If  the  share  of  the  national  income  now  received 
Ijy  factory  wage-earners  is  unwonted  or  abnormal  according  to 
the  standards  of  twenty-five  years  ago,  it  is  so  only  by  virtue  of 
being  too  small. 

Summary.  A  summary  of  the  preceding  sections  shows  that 
while  the  national  per-capita  product  was  increasing  steadily  (of 
course  with  minor  fluctuations  due  to  the  business  cycle)  manu¬ 
facturing  wage-earners  experienced  the  following  four  periods: . 

(a)  A  period  (between  1870  and  1896)  about  which  little  is 
known  in  detail  except  that  real  wages  increased. 
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(b)  A  period  (between  1896  and  1914)  in  which  real  wages  de¬ 
creased.  The  new  surplus  of  production,  plus  what  the  wage- 
earners  lost,  was  absorbed  in  part  by  manufacturing  salary- 
earners,  in  part  by  the  distributing  and  overhead  trades,  but 
chiefly  by  agriculture. 

(c)  A  period  (between  1914  and  1919)  in  which  real  wages 
showed  a  net  increase,  but  not  increase  enough  to  absorb  any  of 
the  increase  in  per-capita  production  since  1899.  During  this 
period  the  real  per-capita  incomes  of  those  engaged  in  agriculture 
increased  as  well. 

(d)  A  period  (between  1919  and  the  present)  in  which  real 
wages  showed  a  more  rapid  rise  than  before.  Measured  from 
1899,  however,  the  present  wage  level  does  not  show  as  great  an 
increase  a  s  the  increase  in  per-capita  production  during  the  same 
period.  This  recent  rapid  rise  in  real  wages  was  accompanied 
by  a  rapid  decline  in  agricultural  income,  and  in  the  per-capita 
income  of  farmers.  Probably,  however,  the  present  share  per 
capita  of  agriculture  in  the  national  income  is  still  larger  than  in 
1899.  . 

During  the  course  of  each  of  the  above  periods  there  were 
fluctuations  in  wages. 

Bearing  on  wage  theory.  It  is  difficult  to  say  without  more  data 
whether  these  conclusions  tend  to  bear  out  the  theory  of  marginal 
productivity.  They  do  show,  however,  that  under  actual  con¬ 
ditions  this  principle,  if  it  is  true,  does  not  operate  in  any  auto¬ 
matic  way  so  as  to  bring  about  results  which  can  be  recognized 
as  just  or  desirable.  Were  there  any  changes  in  the  relative  con¬ 
tributions  of  factory  labor  to  the  productive  process  which  made  it 
just  that  real  wages  should  increase  from  1870  to  1896,  should  de¬ 
crease  from  1896  to  1914,  and  should  increase  again  from  1914  to 
1922,  though  not  in  proportion  to  the  increase  in  per-capita  pro¬ 
duction?  It  does  not  seem  reasonable  to  suppose  so. 

As  to  the  argument  that  real  wages  do  increase  and  can  in¬ 
crease  only  by  increasing  productivity,  and  hence  that  wage- 
earners  would  do  well  to  concentrate  on  improved  efficiency,  the 
facts  do  not  seem  to  establish  any  great  reality  for  such  an  in¬ 
centive.  The  connection  between  productivity  and  wages  is  not 
close  enough  to  act  as  a  stimulus.  The  most  that  can  be  said  is 
that  increased  productivity  enlarges  the  possibility  of  higher 
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wages.  Whether  this  possibility  is  to  be  realized  evidently  de¬ 
pends  either  on  the  blind  play  of  economic  forces,  or  on  a  higher 
degree  of  social  control  than  has  been  exercised  in  the  past. 

The  argument  that  money  wages  should  be  adjusted  up  or 
down  in  direct  ratio  to  a  cost-of-living  index  does  not  seem  to  be 
confirmed.  Wages  have  not  moved  in  any  such  way  in  the  past. 
It  is,  to  be  sure,  necessary  that  money  wages  should  increase  at 
least  as  rapidly  as  the  cost  of  living,  if  real  wages  are  not  to  fall. 
But  it  is  neither  desirable  nor  necessary  that  money  wages  should 
fall  with  the  cost  of  living.  If  wage-earners  are  to  benefit  by  in¬ 
creased  productivity,  money  wages  must  increase  more  than  the 
cost  of  living  in  the  long  run. 

It  js  obviously  not  true  that  the  real  wages  of  one  group  of 
workers  can  be  increased  only  at  the  expense  of  another  group 
of  workers.  Such  shifts  in  the  distribution  of  the  national  income 
do,  indeed,  appear  to  occur.  But  it  would  be  possible  to  preserve 
any  given  status  of  distribution  by  increasing  the  real  incomes 
of  all  persons  in  direct  ratio  to  the  increase  in  per-capita  produc¬ 
tion.  The  increase  in  productivity  alone  has  been  rapid  enough 
to  furnish  substantial  increases  in  income  to  every  one,  without 
robbing  Peter  to  pay  Paul.  This  is  not  to  say  that  it  might  not 
be  desirable  to  award  a  larger  share  of  the  national  income  to  the 
wage-earners  than  in  the  past.  No  one  has  yet  proved  that  the 
rate  of  capital  accumulation,  for  instance,  ought  to  be  as  rapid  as 
it  is,  or  that  society  benefits  from  large  increases  in  agricultural 
rents.  But  we  do  not  need  to  go  into  such  questions  to  see  that 
increases  in  purchasing  power  of  wage-earners  might  reasonably 
keep  even  pace  at  least  with  increases  in  per-capita  produc¬ 
tion. 

Even  if  shifts  in  the  distribution  of  the  national  income  do 
occur,  that  fact  by  itself  offers  no  assurance  that  a  new  basis  of 
sharing  may  not  arrive  without  upsetting  any  so-called  “normal” 
balance  of  wages  and  prices.  Where  are  we  to  look  for  such  a 
“normal”  year?  In  1919?  But  that  differed  from  1914.  In 
1914?  But  that  differed  from  1899.  Such  a  balance,  as  a  matter 
of  fact,  has  apparently  not  been  preserved  without  change 
through  any  considerable  part  of  the  period  we  have  had  under 
consideration. 

The  argument  that,  the  national  income  being  what  it  is,  there 
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can  be  no  general  increase  in  real  wages  is  erroneous,  for  the  rea¬ 
sons  stated  above.  If  we  mean  by  the  national  income  merely  an 
estimated  total  of  dollars,  such  an  estimate  is  arrived  at  by  adding 
up  the  money  incomes  of  individuals  or  groups,  and  the  argument 
amounts  to  a  meaningless  mathematical  identity.  If  we  mean  by 
the  national  income  an  annual  total  production  of  goods  and 
services,  that  can  and  does  increase,  and  might  under  proper 
control  increase  faster  than  it  has  in  the  past.  Furthermore, 
readjustments  in  the  distribution  of  this  income  have  occurred 
and  can  occur  in  the  future. 

Finally,  the  evidence  is  not  conclusive  with  regard  to  the  de¬ 
sirability  of  the  present  economic  order  from  the  point  of  view  of 
the  wage-earner.  It  does  not  bear  out  the  Marxian  theory  that 
real  wages  must  fall,  neither  does  it  bear  out  the  opposing  argu¬ 
ment  that  real  wages  must  rise  with  technical  progress.  It  would 
appear,  nevertheless,  that  if  the  wage-earner  is  to  receive  a  mini¬ 
mum  of  justice  his  share  of  the  national  income  should  not  be 
diminished  over  any  considerable  period.  If  this  end  is  to  be 
achieved,  average  real  wages  must  be  increased  at  least  in  direct 
ratio  to  a  smoothed  index  of  national  per-capita  production. 

Is  such  a  goal  beyond  the  power  of  conscious  social  control? 
The  answer  will  depend  in  part  on  an  analysis  of  the  causes  which 
lie  behind  the  observed  phenomena.  It  may  be  that  there  is  a 
significance  in  the  falling  price  level  which  accompanied  the  rise 
in  real  wages  from  1770  to  1896  and  from  1920  to  1922,  in  the 
rising  price  level  which  accompanied  the  drop  in  real  wages  be¬ 
tween  1896  and  1914.  It  may  be  that  there  is  a  significance  in 
the  large  volume  of  immigration  between  the  nineties  and  1914, 
and  in  the  falling  off  of  immigration  between  1914  and  the  present. 
Perhaps  the  rapid  increase  in  trade-union  organization  since  1914 
is  a  factor.  Possibly  the  processes  of  distribution  can  be  organized 
more  efficiently,  or  the  national  overhead  can  be  decreased.  The 
working  farmers  may  find  some  way  of  reducing  agricultural 
rents  or  interest.  At  any  rate  those  engaged  in  making  wage 
determinations,  so  far  as  they  hope  to  accomplish  anything  be¬ 
sides  registering  the  aimless  play  of  the  market,  may  find  the  be¬ 
ginning  of  a  guide  for  the  use  of  reason  in  the  course  of  national 
productivity. 
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3-  The  Standard  of  Living  and  the  Wage  Rate 

Labor’s  wage  theory.  If  it  can  be  said  with  truth  that  the  in¬ 
dustrial  workers  hold  any  particular  theory  of  wages,  that  theory 
consists  in  a  rather  vague  conviction  that  wages  either  are,  or 
ought  to  be,  determined  by  the  worker’s  standard  of  living.  For 
the  most  part,  the  stress  is  laid  upon  what  is  fair  and  just  rather 
than  upon  what  is  economically  possible.  The  wage-earner  is 
viewed,  not  as  a  means  of  production,  but  as  a  human  being  whose 
welfare  constitutes  the  end  and  purpose  of  all  industry.  In 
accordance  with  this  point  of  view,  wages  are  not  looked  upon  as 
a  rental  paid  for  a  productive  instrument,  whose  amount  is  to  be 
measured  out  by  impersonal  economic  forces,  but  rather  as  the 
source  of  life  and  the  sole  means  toward  happiness  of  a  human 
soul.  Any  theory  to  be  in  harmony  with  this  conception  of  the 
worker’s  relation  to  industry  must  be  stated  in  terms  of  living 
standards  and  costs. 

Nevertheless,  this  standard-of-living  theory  of  wages  is  some¬ 
times  advanced  as  an  attempt  to  explain  things  as  they  are, 
rather  than  as  an  assertion  of  what,  on  moral  grounds,  ought  to 
be  true;  and  as  such  it  vies  with  the  economist’s  theory  of  marginal 
productivity.  It  is  not  to  be  expected,  of  course,  that  any  theory 
or  explanation  which  arises  from  the  thinking  of  the  mass  of  men 
in  industry  should  have  been  worked  out  with  scientific  exactness. 
Underlying  the  wage  theory,  we  usually  find  unexpressed  the  be¬ 
lief  that  the  employer’s  remuneration  to  his  employee  is  deter¬ 
mined  autocratically,  or,  at  any  rate,  arbitrarily;  and  that  it  tends 
to  gravitate  toward  some  cost-of-subsistence  minimum,  where  its 
decline  is  arrested  either  by  the  forces  of  sentiment  —  public 
sentiment  or  the  employer’s  compassion  —  or  by  the  sheer  im¬ 
possibility  of  providing  a  supply  of  workers  for  a  wage  smaller 
than  is  required  to  keep  them  alive.  For  over  a  century  the  wage- 
earners  have  rebelled  against  the  efforts  of  social  workers  to  reduce 
their  cost  of  living  by  means  of  frugal  expenditure,  cheaper  diet, 
thrifty  budgeting  of  costs  and  income,  and  similar  devices,  be¬ 
lieving  that  any  gains  resulting  from  these  expedients  would  be 
appropriated  by  the  employer  through  a  reduction  of  the  wage 
rate.  In  the  reverse  direction,  many  workers  have  favored  ex¬ 
travagant  living  for  their  group,  especially  when  it  took  the  form 
of  including  in  the  normal  standard  of  life  expensive  items  of  con¬ 
sumption.  It  has  been  held  that  such  expenses,  as  soon  as  they 
become  habitual,  will  play  their  part  in  determining  the  wage 
rate.  The  fallacy  of  the  crudest  of  these  corollaries  of  the  standard- 
of-living  theory  of  wages  is  so  obvious  that  they  merit  no  dis- 
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cussion.  Nevertheless,  there  is  an  element  of  truth  in  the  theory 
itself  which  should  be  clearly  understood  by  the  student  of  labor 
problems,  especially  in  these  days  when  it  is  popular  to  attempt 
to  fix  wages  with  reference  to  the  cost  of  living. 

As  we  have  seen,  the  thing  of  fundamental  importance  with 
regard  to  the  determination  of  the  wage  rate  is  the  fact  that  wages 
are  paid  out  of  the  product  of  industry.  Now,  when  we  take 
things  as  we  find  them  at  a  given  time  under  the  prevailing  con¬ 
ditions  of  industrial  efficiency,  it  is  clear  that  the  real  wages  of  all 
workers  cannot  be  raised  permanently  above  the  amount  of  their 
product.  Things  must  be  produced  before  they  can  be  consumed. 
As  long  as  factors  making  for  industrial  efficiency  remain  un¬ 
changed,  bargaining  over  the  division  of  the  product  will  not  in¬ 
crease  the  amount  to  be  distributed.  Looking  at  the  matter  from 
another  angle,  it  is  also  easy  to  see  that,  in  an  industrial  order 
where  employment  is  optional  with  the  employer,  and  the  supply¬ 
ing  of  land,  capital  and  managerial  ability  to  productive  enter¬ 
prise  is  voluntary  on  the  part  of  the  possessors  of  these  factors,  the 
employer  will  not  pay  to  a  given  workman  more  than  that  work¬ 
man  adds  to  the  income  of  the  enterprise.  Indeed,  the  employer 
cannot  pay  more  than  this  in  a  competitive  industry  except  at  the 
possible  cost  of  driving  himself  into  bankruptcy.  Consequently, 
if  the  standard  of  living  is  to  have  any  influence  upon  the  wage 
rate  it  must  work  out  its  effects  in  harmony  with  the  factor  of 
marginal  productivity  and  not  in  opposition  to  it. 

Standard  of  living  may  affect  bargaining  power.  Neverthe 
less,  there  are  two  ways  in  which  a  high  standard  of  living  may  be 
effective  in  raising  the  wage  rate  or  preventing  its  decline.  In  the 
first  place,  it  must  be  repeated  that  the  marginal  productivity 
wage  is  merely  the  ideal  maximum  above  which  the  rate  will  not 
rise  in  an  industrial  order  operated  for  profit.  The  actual  wage  is 
fixed  by  bargaining  at  this  point,  or  below  it,  though  never  above 
it.  If  the  result  of  this  bargain  is  to  give  the  wage-earner  a  rate 
lower  than  that  determined  by  the  marginal  productivity  of  his 
group,  he  is  being  exploited  in  the  sense  that  his  wage  is  less  than 
the  industry  is  able  to  pay  him,  less  than  his  economic  worth  to 
society;  while,  ipso  facto,  some  other  factor  of  production  is 
drawing  a  revenue  in  excess  of  its  economic  worth.  In  such  a 
situation,  a  firmly  entrenched  standard  of  living  may  operate  to 
increase  the  bargaining  power  of  the  workers.  To  have  this 
effect,  the  worker  must  be  so  firmly  attached  to  his  standard  by 
ties  of  tradition  and  sentiment  that  he  will  refuse  to  work  at  a 
wage  which  involves  a  worsening  of  this  traditional  mode  of  life. 
When  this  is  true  the  standard  of  living  sets  the  lower  limit  to  the 
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wage  bargain  and  fixes  a  point  below  which  the  wage  rate  is  not 
allowed  to  fall,  at  least  over  short-run  periods.  A  gradually 
rising  standard  of  living  will  elevate  this  lower  boundary  to  the 
sphere  of  bargaining,  thus  reducing  the  range  of  the  wage  contract 
and  causing  the  actual  rate  to  approach  more  closely,  and  adhere 
more  permanently,  to  the  point  determined  by  the  factor  of  pro¬ 
ductivity.  Since  there  can  be  little  doubt  that  the  propertyless 
worker,  especially  when  unorganized,  is  a  timid  and  necessitous 
bargainer,  there  is  reason  to  believe  that  his  hand  has  sometimes 
been  strengthened  against  an  unscrupulous  employer  through  the 
emotional  influence  of  his  standard  of  life. 

Evidence  in  support  of  this  conclusion  is  to  be  found  during 
those  periods  when  there  is  a  tendency  of  the  real  wage  for  an 
occupational  group  to  fall.  Wage-earners  in  many  cases  have  been 
known  to  reject  the  offer  of  employment  at  less  than  a  “white 
man’s  wage”;  in  other  words,  to  prefer  idleness  and  slow  starva¬ 
tion  to  a  deliberate  degradation  of  their  standard.  Obviously, 
such  a  reaction  is  a  short-run  phenomenon;  if  the  decline  of  the 
wage  rate  is  determined  by  fundamental  and  enduring  economic 
forces,  the  workers  must  submit  eventually  to  a  worsening  of  their 
standard  and  fall  back  upon  some  lower  minimum.  On  the  other 
hand,  when  the  trend  of  economic  change  is  in  the  other  direc¬ 
tion  —  toward  an  improvement  of  the  real  wages  of  labor  —  a 
rising  standard  of  living  may  aid  the  workers  in  gaining  more 
quickly  the  advantage  which  is  theirs  by  virtue  of  these  under¬ 
lying  forces.  We  need  not  conclude  that  the  standard  of  living, 
operating  through  its  influence  upon  the  bargaining  power  of 
the  wage-earner,  can  nullify  the  controlling  influence  of  the  pro¬ 
ductivity  factor.  Nevertheless,  there  are  times  when  it  may 
affect  the  wage  rate  in  a  way  beneficial  to  the  workingman. 

Arising  standard  may  increase  productivity.  In  the  second  place, 
the  standard  of  living  must  be  viewed  as  one  of  the  elements 
determining  the  marginal  productivity  of  the  workers,  in  which 
character  it  plays  a  part  in  the  complex  of  economic  forces  which 
fix  the  upper  limit  to  the  wage  bargain.  It  is  common  knowledge 
that  a  close  correlation  exists  between  the  productivity  of  the 
worker  and  those  phases  of  his  standard  of  living  which  consist  of 
physical  maintenance  —  food,  shelter,  clothing.  But  we  are  now 
beginning  to  learn  that  less  tangible  elements  in  his  mode  of  life 
play  a  similar  part;  that  wholesome  home  life,  freedom  from 
worry,  leisure  for  intellectual  and  spiritual  development,  a  hopeful 
prospect  of  social  advancement  for  his  children,  all  contribute  to 
the  worker’s  productivity.  The  argument  in  support  of  the 
“economy  of  high  wages”  rests  upon  such  considerations  as  these, 


1 14  PROBLEMS  OF  THE  WAGE-EARNER 

tending  to  prove  that  when  once  the  wage  of  the  low-paid  worker 
has  been  raised  he  automatically  becomes  “worth”  the  increased 
reward.  We  need  not  push  very  far  our  analysis  of  this  phase  of 
the  standard-of-living  theory  in  order  to  appreciate  its  truth,  and, 
also,  to  grasp  its  limitations.  Obviously,  there  are  bounds  set  to 
the  power  of  good  living  to  improve  the  worth  of  the  worker, 
considering  him  solely  in  the  role  of  a  productive  machine.  But 
within  these  bounds  there  is  room  for  the  standard-of-living  factor 
to  operate  to  raise  wages. 

The  long-run  influence.  There  is  another  reason  for  believing 
that  the  standard  of  living  is  a  factor  of  fundamental  importance 
in  determining  the  marginal  productivity  of  any  wage-earning 
group.  By  stressing  the  word  “marginal”  in  the  economist’s 
formula  for  the  law  of  wages,  we  remind  ourselves  that  the  rate  of 
wages  received  by  any  individual  member  of  a  group  is  equated, 
through  the  influence  of  the  principle  of  substitution,  to  the  pro¬ 
ductivity  of  the  so-called  “last  man”  of  the  group;  that  is  to  say, 
that  man,  or  group  of  men,  whose  labor  can  be  used  least  effec¬ 
tively  when  the  entire  group  is  employed  in  industry.  Because 
labor  conforms  to  the  law  of  diminishing  marginal  productivity, 
this  determinant  of  the  wage  rate  varies  inversely  with  the  supply 
of  labor  of  the  kind  in  question ;  rising  when  that  supply  shrinks 
(other  things  constant),  and  falling  when  it  expands.  This  maxi¬ 
mum  wage  of  the  members  of  a  given  occupational  group  is 
governed,  therefore,  not  solely  by  the  physical  fitness  and  pro¬ 
ductive  energy  of  these  workers  but  also  by  the  bare  fact  of  their 
number  in  relation  to  the  supplies  of  other  productive  factors  in 
society. 

Now,  from  the  broadest  point  of  view,  the  standard  of  living, 
operating  over  long-run  periods,  sets  limits  to  the  numbers  of 
workers  in  the  different  occupational  groups  as  well  as  to  the 
total  number  who  seek  employment  in  industry.  Viewed  from 
this  broad  social  standpoint  the  standard  of  living  is  defined  as 
“that  quantum  of  physical  and  psychical  enjoyments  which  the 
individual  demands  in  preference  to  marriage  or  the  procreation 
of  children  after  marriage.”  It  operates  as  a  limitation  on  the 
birth  rate,  stimulating  the  “preventive”  checks  to  population 
which  form  a  part  of  the  Malthusian  doctrine:  postponement  of 
marriage  and  the  deliberate  control  of  births.  By  advancing  its 
standard  of  living,  a  given  labor  group  not  subject  to  infiltration 
from  other  classes  of  workers  may  make  itself,  progressively,  a 
“short  factor”  in  industry,  raising  its  marginal  productivity  over 
a  long-run  period  of  time,  and,  consequently,  advancing  its  eco¬ 
nomic  worth.  Indeed,  it  is  conceivable  that  the  entire  body  of 
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wage-earners  may  accomplish  somewhat  the  same  result  by  apply¬ 
ing  the  same  method;  though  in  this  case,  the  real  wages  of  the 
different  classes  would  be,  in  part,  held  down  by  the  off-setting 
effects  of  the  policy  of  the  other  groups.  The  beneficial  effect  of 
limitation  on  numbers  for  the  entire  laboring  population  would 
come  at  the  expense  of  the  other  major  factors  of  production, 
land  and  capital,  and  thus  affect  fundamentally  the  distribution 
of  wealth  within  society,  though  in  a  way  impossible  of  exact  pre¬ 
diction. 

We  will  not  attempt  an  analysis  of  the  bearing  of  this  relation 
of  the  standard  of  living  to  the  marginal-productivity  wage  upon 
the  welfare  of  the  entire  laboring  population.  For  certain  wage¬ 
earning  groups,  however,  this  implication  of  the  standard-of- 
living  theory  has  a  very  practical  meaning.  The  higher  grades  of 
wage-earners  began  long  ago  to  give  evidence  of  the  influence  of 
their  standard  upon  their  rate  of  increase,  with  the  result  that  it 
has  become  a  commonplace  among  social  students  to  attribute 
to  this  influence  some  of  the  credit  for  that  rise  of  families  in  the 
social  scale  which  has  characterized  society  since  the  Industrial 
Revolution.  Unfortunately  for  our  hopes  of  social  progress,  it  has 
been  found  that  the  influence  of  the  standard  of  life  upon  the  birth¬ 
rate  varies  directly  as  the  existing  economic  condition  of  the 
different  grades  of  workers.  The  most  necessitous  groups,  whose 
poverty  is  due  essentially  to  their  excessive  numbers  and,  con¬ 
sequently,  their  low  marginal  productivity,  are  least  affected  as 
to  their  increase  through  the  birth-rate  by  the  standard  of  living; 
at  the  other  end  of  the  scale,  those  groups  which  are  already  pro¬ 
sperous  are  most  inclined  to  elevate  their  standard  of  living  in 
preference  to  increasing  their  birth-rates.  In  effect,  this  aspect  of 
the  standard-of-living  theory  may  be  summed  up  by.stating  that 
it  operates  more  in  the  way  of  maintaining  existing  high  wages  — 
and,  over  long-run  periods,  slowly  advancing  them  —  than  by 
raising  a  low  wage  rate  now  current. 

Summary.  In  summing  up  this  discussion,  we  find  that  the 
standard-of-living  theory  of  wages,  to  the  extent  that  it  is  not  fal¬ 
lacious,  is  not  a  disproof  of,  or  a  qualification  upon,  the  marginal- 
productivity  theory;  that,  nevertheless,  the  standard  of  living 
may  act  as  a  force  raising  wages ;  first,  through  a  strengthening  of 
the  bargaining  power  of  the  workers  and,  thus,  to  raise  the  lower 
limit  of  the  range  of  the  wage  contract;  secondly,  by  reason  of  its 
effectiveness  to  increase  the  marginal  productivity  of  the  workers, 
through  (a)  an  improvement  of  their  physical  and  psychological 
fitness;  ( b )  a  limitation  of  their  numbers.  This  analysis  should 
be  kept  in  mind  when  reading  the  discussion,  immediately  follow- 
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ing,  which  treats  of  the  recent  experience  in  America  with  at¬ 
tempts  to  equate  the  wage  rate  to  hypothetical  ideal  standards  of 
living. 

4.  The  American  Standard  of  Living  1 

Recent  applications  of  the  standard  of  living.  The  standard  of 
living  as  a  factor  in  setting  wages  came  to  be  of  considerable  im¬ 
portance  during  the  war  when  prices  were  rising.  Previously, 
interest  in  this  aspect  of  wages  had  come  about  through  the  study 
of  poverty,  through  the  normal  growth  of  budget  studies,  and 
through  the  development  of  state  minimum  wage  laws  for  women. 
During  the  war  period,  the  first  use  of  the  standard  of  living 
as  a  basis  of  wage  settlements  was,  I  believe,  by  the  President 
of  the  American  Economic  Association,  Professor  Seager,  who 
was  then  the  Secretary  of  the  Shipbuilding  Labor  Adjustment 
Board. 

During  the  war,  the  standard  of  living  and  earnings  became  in 
a  very  vivid  manner  the  interest  of  every  one,  and  a  matter  of 
public  knowledge.  Wage  adjustments  were  frequent,  and  turned 
on  the  standard-of-living  issue,  so  that  never  before  had  the 
standard  of  living  been  given  so  much  consideration  as  a  wage 
factor. 

Since  the  depression  of  1920  these  standards  have  dropped  out 
of  discussion,  and  similarly  their  use  in  setting  wages.  Wage- 
earners,  and  particularly  their  chief  spokesmen,  the  skilled  work¬ 
men,  said  little  about  the  cost  of  living,  because  since  they  argued 
for  increased  wages  when  prices  were  rising  it  might  be  expected 
that  they  would  take  a  reduction  in  wages  when  prices  were  falling. 
Employers,  who  in  general  have  never  shown  enthusiastic  inter¬ 
est  in  cost-of-living  statistics,  particularly  in  budget  details,  have 
tried  very  little  to  base  their  wages  on  the  standard  of  living. 
With  the  pressure  of  rising  prices  removed,  the  public  has  not 
been  so  much  interested. 

Practical  difficulties.  I  think  it  can  be  said  that  during  the  war 
public  policy  did  try  to  regulate  wages  on  the  basis  of  living  costs. 
This  experience  showed  that  at  that  time  the  consideration  of  the 
standard  of  living  as  a  basis  of  wage  settlements  was  practical, 
but  this  experience  also  showed  that  the  application  of  the  stand- 

1  From  an  article  by  W.  F.  Ogburn,  “The  Standard  of  Living  Factor  in  Wages,” 
in  The  American  Economic  Review,  vol.  13,  supplement. 
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ard-of-living  factor  to  wage  settlements  involved  a  fairly  com¬ 
plicated  technique,  which  was  not  always  clearly  understood. 
It  seems  desirable  at  this  time  to  pass  in  review  a  few  of  these 
points  about  which  there  is  a  confusion,  as  judged  from  our  recent 
experience,  in  the  interests  of  facilitating  the  use  of  cost-of-living 
figures  in  future  wage  adjustments. 

What  is  meant  by  cost  of  living?  In  the  recent  wage  adjust¬ 
ments  in  the  coal  industry  and  in  the  railroad  industry,  it  was 
quite  evident  that  there  was  much  confusion  in  the  mind  of  the 
public  over  the  standard-of-living  budgets.  This  confusion  arose 
from  the  fact  that  there  are  several  different  levels  of  living  and 
not  just  one  standard  of  living.  Two  of  these  levels  of  living  have 
been  particularly  well  studied.  They  are  the  minimum-subsistence 
level  and  the  minimum-comfort  level.  The  minimum-subsistence 
standard  of  living  is  supposed  to  provide  just  a  bare  subsistence. 
It  can  be  determined  in  terms  of  death-rates,  sickness  rates,  and 
calorie  needs.  It  is  that  wage  that  is  thought  of  when  we  speak 
of  requiring  industry  to  pay  a  living  wage  and  say  that  otherwise 
it  is  parasitic  and  ought  not  to  be  permitted  to  exist. 

So  drastic  a  policy  has  never  been  urged  for  the  minimum-com¬ 
fort  wage,  however  desirable  it  may  be  socially  to  raise  the  stand¬ 
ard  of  living.  Condemning  an  industry  for  not  paying  a  living 
wage  depends  upon  what  living  wage,  whether  the  minimum- 
subsistence  wage  or  some  higher  level,  is  meant.  Very  frequently 
the  minimum-comfort  wage  has  been  erroneously  called  the  mini¬ 
mum-subsistence  wage. 

Another  use  of  standard-of-living  figures  that  has  made  it  seem 
impractical  is  the  tendency  to  apply  standards  worked  out  in 
one  locality  to  another  and  different  locality.  It  is  frequently 
said  that  it  costs  a  certain  sum  for  a  family  of  five  to  live  in  the 
United  States  to-day.  There  is,  of  course,  not  just  one  single  cost 
for  the  United  States.  There  are  many,  varying  from  locality  to 
locality. 

Just  how  great  a  variation  there  is  between  different  regions 
cannot  be  told  without  special  investigation.  But  from  the  data 
collected  by  the  United  States  Bureau  of  Labor  Statistics  from  all 
regions  of  the  United  States,  the  difference  in  cost  of  living  accord¬ 
ing  to  sections  of  the  Nation  appears  to  be  slight;  perhaps  it  is  a 
little  lower  on  the  Pacific  Coast. 
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The  variability  is  somewhat  greater,  however,  by  size  of  the 
particular  locality.  The  cost  of  living  in  the  very  large  city  is  not 
greatly  different  from  the  cost  of  living  of  the  large  city.  But 
there  seems  to  be  a  good  deal  of  difference  between  the  cost  of 
living  in  the  large  city  and  in  the  small  town  or  village.  We  have 
very  little  statistical  data  concerning  cost-of-living  standards  on 
the  farm.  But  whatever  these  differences  may  be,  it  should  be 
remembered  that  there  are  these  variations.  The  best  way  of 
finding  out  is  by  special  cost-of-living  surveys,  but  of  course  those 
are  expensive  and  take  time.  It  is  quite  possible,  I  think,  for 
some  such  agency  as  the  United  States  Bureau  of  Labor  Statistics 
to  establish  differentials  according  to  locality  which  would  very 
probably  be  stable  over  time.  In  lieu  of  such  differentials,  a  very 
useful  and  practical  device  has  been  to  take  some  standard  quan¬ 
tity  budget  and  price  it  in  different  localities,  making  such  varia¬ 
tions  here  and  there  in  the  budget  as  are  found  necessary  accord¬ 
ing  to  custom,  climate,  and  other  factors. 

When  an  industry  extends  over  many  different  localities,  varia¬ 
tions  in  levels  of  living  are  obstacles  to  uniformity  in  wages,  if  the 
standard  of  living  is  taken  as  a  basic  factor.  There  is,  however, 
such  a  thing  as  regional  wages. 

A  third  source  of  confusion  in  the  technique  of  using  standards 
of  living  in  setting  wages  has  been  the  failure  to  differentiate  be¬ 
tween  the  two  concepts,  actual  budgets  and  standard  budgets. 
Actual  expenditures  are  sometimes  called  the  plane  of  living, 
while  standards  of  expenditure,  showing  what  ought  to  be  spent 
to  get  a  bare  subsistence  or  a  minimum  of  comfort,  are  called 
standard  budgets.  It  is,  of  course,  easy  to  see  that  what  a  family 
spends  may  be  less  than  a  minimum  of  subsistence,  although  the 
Railroad  Labor  Board  seems  to  have  been  confused  on  this  point. 
At  the  minimum-comfort  levels,  the  failure  to  differentiate  be¬ 
tween  actual  and  standard  budgets  has  been  greater  than  at  the 
minimum-of-subsistence  level. 

It  has  frequently  been  asserted  that  the  standard  budgets  are 
too  high,  that  families  can  and  do  live  on  a  smaller  amount.  This 
assertion  is  in  part  due  to  the  fact  that  a  minimum-comfort 
“standard”  is  compared  with  a  minimum-of-subsistence  “plane” 
of  living.  I  am  inclined  to  think  that  there  is  more  danger  of  a 
minimum-of-subsistence  standard  being  set  too  low  rather  than 
too  high. 
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The  reason  is  this.  Framers  of  standard  budgets  at  the  mini- 
mum-of-subsistence  level  tend  to  estimate  standards  for  each 
separate  segment  of  a  budget,  as  for  instance,  for  food,  for  cloth- 
ing,  for  rent,  for  fuel  and  light,  and  for  certain  miscellaneous  ex¬ 
penditures.  They  then  add  up  these  standards.  If  this  is  done, 
the  separate  standards  add  up  to  some  sum,  say  $1300.  But  does 
it  follow  that  $1300  will  actually  be  spent  by  the  wage-earner’s 
family  in  the  same  proportions  that  the  framers  allow?  There  is 
a  tendency  for  standard  budgets  so  made  to  minimize  the  mis¬ 
cellaneous  expenditures.  There  is  much  evidence  to  show  that 
workers’  families  will  go  without  the  necessary  food,  clothing,  and 
warmth  in  order  to  get  recreation  or  purchase  services  or  goods 
that  have  to  do  with  social  standing. 

For  instance,  in  Chicago,  in  the  latter  part  of  1918,  families  of 
husband,  wife,  and  three  children  aged  2,  5,  and  11  years,  did  not 
buy  food  yielding  as  much  as  3500  calories  per  man  per  day  until 
the  total  expenditure  was  $1800  a  year.  Standard  budgets  re¬ 
commend  3500  calories  per  average  adult  male  wage-earner;  yet  a 
standard  minimum-of-subsistence  budget  for  Chicago  in  the  latter 
part  of  1918  would  surely  have  been  set  at  less  than  $1800  by 
several  hundred  dollars.  (With  $1600  families  of  this  size  bought 
an  amount  of  food  yielding  3300  calories,  and  with  $1400  they 
bought  food  yielding  3100  calories.)  Of  course,  in  setting  wages 
according  to  standards  of  living,  we  must  not  assume  the  families 
to  possess  superhuman  will  power  or  extraordinary  rationality. 
We  must  take  human  nature  as  we  find  it.  We  should  not  forget 
that  desires  for  recreation  and  social  approval  are  just  as  integral 
a  part  of  our  legitimate  desires  as  is  the  desire  for  bread.  For 
these  reasons,  it  is  thought,  any  error  that  may  be  found  in  mini¬ 
mum-of-subsistence  standards  is  likely  to  make  the  standard  too 
low  rather  than  too  high. 

Why  the  family  of  five?  A  fourth  practical  difficulty  in  using 
the  standard  of  living  as  a  basic  factor  in  wage  settlements  is  the 
adjustment  to  the  varying  composition  in  sex,  age,  and  family  of 
the  working-class  population  of  a  particular  plant.  Standard 
budgets  are  customarily  drawn  for  a  family  of  five.  Employers 
have  at  times  argued  that  their  wage-earners’  families  are  smaller, 
averaging,  say,  two  children  per  family.  The  theory  back  of  the 
Section  of  three  children  as  a  standard  average  is,  however,  more 
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or  less  irrelevant,  except,  of  course,  in  broad  limits,  of  the  actual 
number  of  children  in  a  family,  in  very  much  the  same  way  that 
the  standard  minimum-of-subsistence  wage  is  more  or  less  irrele¬ 
vant  to  the  actual  wage  received.  Public  sentiment  has,  however, 
supported  the  family-of-five  standard,  since  in  order  that  the  race 
may  maintain  itself  two  children  must  grow  to  maturity,  marry, 
and  in  turn  bear  children.  Three  children  are  simply  a  recogni¬ 
tion  of  the  undoubted  chance  of  death,  of  non-marriage,  and  of 
infertility.  Actually  the  average  number  of  children  at  any  one 
time  in  workingmen’s  families  is  not  far  removed  from  five,  as  has 
been  shown  by  Miss  Stecker.  It  may  be  true  that  the  children  of 
a  wage-earner  are  not  all  of  or  under  school  age,  but  the  excellent 
researches  of  Rowntree  indicate  that  the  inclusion  of  children  of  a 
young  age  does  not  unduly  swell  the  budget  because  of  other 
obligations  and  dependents  not  allowed  for  in  these  standard 
budgets.  But  of  course  it  is  very  easy  to  scale  down  or  up  a 
standard  budget  according  to  variations  in  the  size  of  the  family 
if  a  situation  is  found  to  warrant  it.  In  industries  where  very 
young  men  only  are  employed,  or  where  unmarried  men  are  the 
rule,  or  in  industries  where  large  proportions  of  women  are  em¬ 
ployed  along  with  men,  it  may  be  necessary  to  make  some  special 
adjustment. 

In  concluding  these  comments  on  certain  practical  difficulties 
which  recent  experience  has  uncovered,  in  the  application  of 
budget  data  to  wages,  I  should  like  to  point  out  the  great  desira¬ 
bility  of  having  more  studies  and  researches  made  on  the  standard 
of  living  so  that  the  material  will  be  readily  available.  The  United 
States  Bureau  of  Labor  Statistics  has  continued  its  excellent  war¬ 
time  practice  of  supplying  at  short  intervals  the  index  numbers  of 
the  cost  of  living  as  measured  in  items  of  the  family  budget.  It 
would  be  very  desirable  if  this  Bureau  would  also  continue  its 
standard-of-living  work,  making  further  researches  and  bringing 
up  to  date  estimates  of  standards. 

The  American  standard.  I  have  now  reviewed  the  outstanding 
difficulties  found  by  several  years’  experience  in  the  use  of  cost-of- 
living  data  in  setting  wages.  These  difficulties  have  not  been 
found  to  be  serious,  certainly  not  serious  enough  to  account  for  the 
diminished  use  of  the  standard  of  living  as  a  factor  in  setting 
wages.  The  real  reason  why  there  has  been  a  diminishing  use  of 
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standard-of-living  data  seems  to  have  been  the  business  de¬ 
pression  and  falling  prices.  But  falling  prices  and  a  business  de¬ 
pression,  however,  do  not  justify  a  lack  of  interest  in  the  standard 
of  living.  Of  course,  if  the  cost  of  living  falls  faster  in  a  business 
depression  than  wages,  as  I  think  is  customarily  thought,  then 
there  is  a  rise  in  the  standard  of  living  and  no  undue  concern  exists 
for  those  interested  in  human  betterment.  But  there  is  evidence 
that,  contrary  to  common  assumption,  wages  have  fallen  farther 
than  the  cost  of  living,  and  hence  there  has  been  a  lowering  of  the 
standard  of  living. 

Let  us  look  into  the  evidence.  The  cost  of  living  reached  its 
peak  in  June,  1920,  approximately.  By  September,  1922,  it 
had  fallen  on  the  average,  for  the  32  cities  for  which  we  have  data, 
23  per  cent,  according  to  the  index  number  of  the  United  States 
Bureau  of  Labor  Statistics,  and  24  per  cent  according  to  the 
estimates  of  the  National  Industrial  Conference  Board.  The  cost 
of  living  has  therefore  fallen  about  25  per  cent,  less,  it  is  noted, 
than  wholesale  prices  or  retail  prices  of  food. 

It  is  difficult  to  get  good  measures  of  the  decline  in  wages. 
According  to  the  published  figures  of  earnings  in  New  York 
factories,  the  present  earnings  of  $25.71 1  per  week  in  September, 
1922,  are  a  decline  of  only  11  per  cent  from  the  peak.  Their 
greatest  decline  has  been  15  per  cent. 

In  Wisconsin  factories,  the  decline  in  average  weekly  earnings 
was  greater  than  in  New  York,  their  maximum  decline  being  29 
per  cent,  and  in  September,  1922,  they  were  24  per  cent  lower 
than  their  peak.  Weekly  earnings  in  factories  in  Wisconsin  have 
fallen  more  than  the  cost  of  living  there.  The  data  for  New  York 
and  for  Wisconsin  are  for  all  types  of  labor. 

As  to  union  labor  in  the  skilled  trades,  their  wage  rates  have  not 
fallen  as  much  as  the  cost  of  living.  The  rates  of  wages  for  the 
principal  organized  trades  in  the  large  industrial  centers  had  by 
May,  1922,  as  reported  by  the  United  States  Bureau  of  Statistics, 
fallen  only  6  per  cent,  while  the  cost  of  living  by  that  time  had 
fallen  over  20  per  cent.  It  is  somewhat  questionable  how  repre¬ 
sentative  the  wage  rates  are  of  earnings.  We  think  earnings  even 
in  the  unionized  trades  must  have  fallen  more.  Still  the  union 

1  This  figure  is  high  because  of  increased  earnings  in  railway  repair  shops  as  a 
result  of  the  strike  and  because  of  the  high  seasonal  wages  in  the  clothing  trades. 
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wage  rates  for  the  unionized  trades  had  fallen  less  than  the  cost 
of  living  by  May,  1922. 

However,  the  standard  of  living  is  of  more  social  concern  in 
connection  with  the  lower-paid,  unskilled  labor.  Mr.  Burgess,1 
of  the  Federal  Reserve  Bank  of  New  York,  has  worked  out  an 
index  of  average  weekly  earnings  of  common  labor  in  Federal 
Reserve  District  No.  2.  His  figures  show  that  the  weekly 
earnings  of  common  labor  had  fallen  29  per  cent  by  January, 
1922. 

The  United  States  Department  of  Commerce  publishes  the 
hourly  rate  of  common  labor  employed  by  the  United  States 
Steel  Corporation,  and  from  these  figures  we  find  common  labor 
hourly  wage  rates  have  fallen  29  per  cent. 

A  declining  standard.  It  therefore  appears  that  the  real  wages 
of  common  labor,  as  measured  by  their  rate  of  earning  in  terms  of 
,  what  can  be  bought,  have  fallen  since  June,  1920;  for  the  rate  of 
earnings  has  fallen  29  per  cent,  while  the  cost  of  living  fell  only  23 
per  cent.  It  should  be  noted  in  passing  that  it  has  in  the  past  been 
customary  to  compute  changes  in  real  wages  by  comparing  the 
change  in  money  wages  with  wholesale  prices,  or  with  monthly 
retail  food  prices.  By  this  method  we  find  wholesale  prices  have 
declined  38  per  cent  and  retail  food  prices  have  declined  36  per 
cent,  while  the  rate  of  earnings  of  common  labor  has  declined  only 
29  per  cent;  therefore  according  to  this  method'  real  wages  have 
risen,  some  15  per  cent  on  the  basis  of  wholesale  prices  and  n  per 
cent  on  the  basis  of  retail  food  prices.  But  in  reality,  that  is,  when 
money  wages  are  contrasted  with  cost  of  living,  real  wages  have 
declined  9  per  cent. 

There  are  therefore  large  numbers  of  wage-earners  whose  stand¬ 
ard  of  living  has  fallen.  Their  standard  of  living  has  fallen  more 
than  the  figures  of  rate  of  earnings  indicate,  since  the  yearly  earn¬ 
ings  from  wages  is  less  now  than  when  wages  were  higher,  because 
of  the  unemployment  and  irregularity  of  employment,  and  lack 
of  bonus  and  overtime. 

Although  the  standard  of  living  is  not  being  considered  very 
much  in  the  midst  of  the  liquidation  of  labor  during  a  period  of 
falling  prices,  there  is  evidently  need  that  it  should  be  considered 

1  W.  Randolph  Burgess,  “Index  Numbers  for  the  Wages  of  Common  labor,” 
Journal  of  the  American  Statistical  Association,  March,  1922,  p.  101. 
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because  of  the  decline  in  the  standard  of  living  that  has  taken 
place,  particularly  among  the  families  of  unskilled  labor. 

We  do  not,  of  course,  realize  in  social  values  nor  appreciate  the 
human  significance  of  a  fall  in  the  standard  of  living  of  the  most 
poorly  paid  laborers.  I  would  like  to  call  your  attention,  how¬ 
ever,  to  what  has  happened  to  the  families  of  certain  poorly  paid 
laborers  when  their  standard  of  living  fell.  In  the  winter  of 
1917-18,  Dr.  Harris,1  of  the  Department  of  Health  of  New  York 
City,  made  a  survey  of  2000  families  whose  standard  of  living  had 
been  reduced,  and  his  data  show  what  happens  when  real  wages 
fall  and  how  the  family  meets  the  problem. 

Of  Dr.  Harris’s  2000  families,  9  per  cent 2  sought  charity  for  the 
first  time.  In  9  per  cent  of  the  families,  women  sought  work  for 
the  first  time;  18  per  cent  of  the  families  went  into  debt  as  a  direct 
result  of  the  lowered  real  wages;  6  per  cent  took  in  boarders,  never 
having  taken  in  boarders  before;  2000  cases  of  illness  were  re¬ 
corded,  an  average  of  one  per  family;  13  per  cent  of  these  cases  of 
illness  were  definitely  retarded  because  of  the  low  standard  of 
living;  37  per  cent  of  the  families  eliminated  meat  from  their  diet, 
and  in  1 7  per  cent  more  the  amount  of  meat  was  reduced.  In  40 
per  cent  of  the  families  eggs  were  eliminated  from  the  diet;  in  30 
per  cent,  butter;  6  per  cent  gave  up  sugar;  and,  what  is  perhaps 
worst  of  all,  300  families  gave  up  bottled  milk,  because  of  the  fall 
in  real  wages.  It  seems  very  probable  that  when  the  standard 
of  living  of  poorly  paid  laborers  is  lowered,  sacrifices  and  adjust¬ 
ments  follow  somewhat  the  lines  recorded  by  Dr.  Harris  in  his 
data  of  1917-18. 

Even  greater  need  is  shown  for  considering  the  standard  of 
living  if  we  approach  the  problem  from  the  point  of  view  of  what 
is  a  subsistence  wage.  I  do  not  know  what  is  a  subsistence  wage 
at  the  present  time.  Practically  no  valuable  standard-of-living 
studies  have  been  made  since  1918  or  1919.  I  should  guess  that 
the  minimum-of-subsistence  standard  would  be  for  New  York 
City  to-day  in  the  neighborhood  of  $1300,  and  very  nearly  the 

1  L.  I.  Harris,  “  Some  Medical  Aspects  of  the  High  Cost  of  Living,”  The  American 
Journal  of  Public  Health,  July,  1919- 

s  While  I  give  Dr.  Harris’s  data  in  percentages,  the  numerical  terms  are  not  of 
interest  to  us  here  as  measures  of  degree,  because  we  do  not  know  relatively  how 
much  the  standard  of  living  had  fallen  for  his  2000  families  in  comparison  with  the 
fall  in  the  standard  of  living  of  common  labor  during  the  past  two  years. 
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same  for  Chicago.  Miss  Lucy  Gillett,  of  the  New  York  Associa- 
tion  for  Improving  the  Condition  of  the  Poor,  has  secured  prices 
of  a  minimum  food  budget  as  of  December  i,  1Q22,  in  New  York 
City,  and  finds  that  such  food  cost  $10.39  a  week,  or  at  the  rate 
of  $540  a  year.  Such  an  allotment  of  food  gives  adequate  nourish¬ 
ment  for  a  family  with  three  children  under  working  age,  provided 
they  follow  detailed  instructions  and  buy  as  the  Association  for 
Improving  the  Condition  of  the  Poor  says  to  buy.  If  a  family 
does  not  follow  instructions,  Miss  Gillett  thinks  such  an  adequate 
allowance  of  food  would  cost  $600  or  more.  If  food  be  considered 
43  per  cent  of  the  total  budget,  then  the  minimum-subsistence 
budget  in  New  York  in  December,  1922,  must  be  nearly  $1400  a 
year.  In  many  other  regions  and  localities  of  the  country  this 
level  would  be  somewhat  lower. 

We  know  common  labor  is  hired  to-day  in  the  northeastern  part 
of  the  United  States  at  about  37  cents  an  hour.  But  of  course 
this  does  not  tell  us  what  the  annual  earnings  are.  The  annual 
earnings  might  conceivably  be  as  high  as  $1100  a  year.  At  one 
time  in  the  summer  of  1921  the  rate  of  wages  of  common  labor 
in  the  United  States  Steel  Corporation  plants  went  as  low  as  30 
cents  an  hour,  which  would  mean  at  maximum  employment  about 
$900  a  year.  Chairman  Hooper,  of  the  Railroad  Labor  Board, 
has  estimated  the  average  earnings  of  the  maintenance-of-way 
men  to  be  32.7  cents  per  hour  which,  it  has  been  variously  esti¬ 
mated,  would  mean  only  $800  a  year  or  thereabout.  Mr.  Bur¬ 
gess’s  studies  of  earnings  of  common  labor  showed  for  January, 
1922,  average  weekly  earnings  of  $18.06.  At  50  weeks’  employ¬ 
ment  per  year,  common  labor  in  the  second  Federal  Reserve 
District  would  earn  only  $900  a  year. 

In  regard  to  women’s  wages,  the  most  comprehensive  data 
*  come  from  the  studies  of  general  industries  in  certain  States  by 
the  Women’s  Bureau  of  the  United  States  Department  of  Labor. 

These  reports  show  that  one  half  of  the  women  working  in 
Kansas  in  19x9-20  received  less  than  $11.80  a  week;  in  Georgia 
one  half  received  less  than  $12.20  a  week  in  the  winter  of  1920-21 ; 
in  Rhode  Island  the  median  wage  was  $16.85  in  the  fall  of  1920; 
and  in  Kentucky  in  the  fall  of  1921,  the  median  wage  was  $11.05. 
In  Missouri,  the  median  earnings  were  (May-June,  1922)  $12.65 
a  week;  in  South  Carolina  (fall,  1921)  $9.55;  in  Alabama  (fall. 
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1921)  $8.80;  and  in  Arkansas  (spring,  1922)  the  median  weekly 
earnings  were  $11.60.  The  fact  that  half  of  the  women  engaged 
in  industry  in  these  States  received  less  than  these  median  wages 
means  that  many  must  be  receiving  less  than  a  minimum  wage, 
although  we  do  not  know  definitely  what  the  living  wages  are  in 
these  States.  In  general,  the  minimum-wage  boards  in  States  with 
minimum-wage  laws  for  women  have  in  force  to-day  minimum 
wages  at  figures  varying  from  $12.00  to  $16.50  a  week. 

Can  workers  five  on  less  than  “living  wages”?  It  appears 
from  these  comparisons  that  large  numbers  of  wage-earners  are 
not  getting  a  living  wage.  The  question  naturally  arises  as  to 
how  they  live  if  they  do  not  get  a  living  wage.  Judging  from  the 
recent  pronunciamento  of  the  Railroad  Labor  Board  on  the  living 
wage,  there  is  current  the  opinion  that  any  wage  which  workers 
work  for  is  a  living  wage,  since  in  order  to  work  they  must  be  alive. 

The  answer  is  that  workers  trying  to  live  on  less  than  a  living 
wage  do  not  live  on  it.  It  should  be  remembered  that  the  wage  is 
for  the  family  as  well  as  the  wage-earner.  In  the  first  place,  the 
family  income  is  sometimes  a  little  larger  than  the  earnings  of  the 
chief  wage-earner,  perhaps  10  per  cent  greater  on  the  average. 
This  may  have  undesirable  social  consequences  for  the  family  and 
the  children,  but  it  does  add  something  to  the  amount  to  be  spent. 
But  even  10  per  cent  added  to  the  average  earnings  of  common 
labor  probably  in  many  cases  does  not  bring  it  up  to  a  bare  sub¬ 
sistence  standard  of  living.  Furthermore,  not  all  unskilled  labor¬ 
ers  are  married,  nor  do  all  have  three  children. 

Although  the  chief  wage-earner  of  a  family  may  live,  it  does  not 
follow  that  this  is  true  of  the  family.  There  is  some  evidence  to 
lead  us  to  think  that  poverty  falls  the  least  hard  on  the  husband 
and  harder  on  the  wife.  The  only  records  of  expenditure  for 
which  we  have  individual  accounts  is  clothing,  and  when  the 
standard  of  living  falls,  standards  of  clothing  of  the  wife  are 
sacrificed  before  the  standards  of  clothing  of  the  husband. 

Besides,  living  and  death  are  not  determined  by  the  heartbeat. 
Customarily  we  say  if  the  heart  beats  one  lives;  if  not,  one  is  dead. 
But  there  is  such  a  thing  as  deterioration  and  sickness  that  make 
death  more  probable.  I  have  already  referred  to  the  high  sick¬ 
ness  rate  found  by  Dr.  Harris  in  his  survey.  Inferior  feeding  also 
leads  to  deterioration.  The  idea  of  the  living  wage  in  that  of 


126  PROBLEMS  OF  THE  WAGE-EARNER 


maintenance,  and,  in  the  case  of  children,  of  growth.  Boas  has 
shown  that  children  of  poor  parents  on  the  average  are  smaller 
than  children  of  well-to-do  parents  and  their  rate  of  growth  is 
definitely  retarded.  The  fact,  therefore,  that  a  wage-earner  lives 
and  works  is  not  proof  of  the  fact  that  his  family  is  living.  Nor  is 
it  proof  of  the  fact  that  he  is  not  deteriorating  more  rapidly  than 
the  normal  process  of  decay. 

The  fact  that  families  do  not  live  on  less  than  a  living  wage  is 
very  well  shown  by  the  infantile  death-rate  studies  of  the  Chil¬ 
dren’s  Bureau  of  the  United  States  Department  of  Labor.  Wood¬ 
bury  has  published  the  infant  mortality  rate,  for  eight  cities, 
according  to  the  earnings  of  the  father.  The  highest  rate  is  157, 
for  families  where  the  father  earns  $450  or  less  a  year.  The  fig¬ 
ures  of  income  are  pre-war  figures;  $750  now  will  buy  what  $450 
bought  then.  The  death-rate  decreases  more  or  less  continuously 
as  the  earnings  of  the  father  increase.  The  rates  for  the  graded 
income  classes  fall  as  follows: 


$450  or  less .  156.7 

45°  to  549 .  n8.o 

550  to  649 .  108.8 

650  to  849 .  96 

850  to  1049 .  71.5 

1050  to  1249 .  66.6 

1250  to  1449 .  64.0 

1450  to  1849 .  86.3 

1850  to  .  37.2 


We  see,  therefore,  that  at  the  very  low  income  groups  the  death- 
rate  for  infants  under  one  year  is  extremely  high.  We  know  the 
correlation  of  the  general  death-rate  with  the  infant  mortality  rate 
is  about  0.8  and  we  think  that  the  health  and  disease  rate  is  closely 
correlated  with  the  death-rate.  Dr.  Woodbury’s  data  suggest 
the  possible  adoption  of  a  new  nomenclature.  We  might  call 
certain  low  earnings  a  dying  wage,  instead  of  a  living  wage. 

We  have  shown  that  during  the  phenomenal  rise  of  prices  of 
1916-20  the  standard  of  living  came  to  be  considered  a  most  im¬ 
portant  factor  in  setting  wages;  but  that  with  the  fall  in  prices 
since  the  summer  of  1920  the  standard  of  living  has  been  largely 
neglected  in  such  considerations.  The  effect  has  been  a  fall  in 
the  standard  of  living  of  those  least  able  to  bear  such  a  fall,  with  a 
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result  that  a  large  number  of  unskilled  laborers  are  trying  to  live 
on  less  than  a  living  wage  and  that  the  standard  of  living  has  prob¬ 
ably  been  lowered  for  some  skilled  workers. 

The  living  wage  a  possibility.  For  a  country  with  a  per-capita 
annual  income  of  around  $500  per  year,  such  a  policy  is  all  the 
more  unjustifiable.  While  there  may  be  forces  connected  with 
the  business  cycle  that  tend  to  make  the  standard  of  living  an 
important  factor  in  wages  during  prosperity,  and  that  tend  to 
minimize  the  standard  of  living  as  a  factor  during  a  depression,  it 
seems  unnecessary  and  deplorable  that  the  standard  of  living 
should  be  so  neglected  during  a  business  depression. 

There  is  no  question  that  our  industries  could  pay  a  living 
wage.  The  recent  report  of  Secretary  Hoover’s  Committee  on 
Waste  in  Industry  showed  a  percentage  of  waste  in  six  of  our 
major  industries  varying  from  29  per  cent  to  64  per  cent.  Even 
if  the  added  payment  in  wages  in  consideration  of  the  standard  of 
living  should  not  come  out  of  profit,  there  is  certainly  abundant 
opportunity  for  such  a  raise  in  wages  to  be  met  through  the  elim¬ 
ination  of  waste,  which  amounts  on  the  average  to  about  40  per 
cent.  Of  this  waste,  more  than  50  per  cent  is  due  to  the  fault  of 
management  and  less  than  25  per  cent  to  labor.  The  most  effi¬ 
cient  plant  in  an  industry  is  usually  two  or  three  times  as  efficient 
as  the  average  plant. 

The  issue  of  the  standard  of  living  and  wages  is  largely  an  issue 
of  social  policy.  It  seems  wholly  desirable  that  all  wages  below  a 
bare  subsistence  level  should  be  raised  at  least  to  the  subsistence 
level  and  that  in  time  the  standard  of  living  for  all  wage-earners 
be  progressively  raised. 

It  would,  of  course,  be  possible  to  enact  state  minimum-wage 
legislation  which  should  apply  to  adult  males,  just  as  there  are 
now  in  some  States  minimum-wage  laws  for  women.  There  is, 
however,  no  practical  movement  toward  this  end  in  the  United 
States  at  present. 

On  the  other  hand,  it  is  possible  for  public  sentiment  regarding 
the  importance  of  standard  of  living  as  a  factor  in  wages,  by  be¬ 
coming  strong,  to  affect  arbitrators  in  decisions,  to  affect  the  bar¬ 
gaining  strength  of  wage-earners.  It  is  conceivable  that  apprecia¬ 
tion  of  the  standard-of-living  factor  may  become  so  strong  as  to 
become  part  of  the  mores,  just  as  anti-slavery  or  monogamy  is  a 
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part  of  the  mores.  It  would,  of  course,  take  some  time  for  the 
standard-of-living  idea  to  become  strongly  implanted  in  the 
mores.  But  certainly  to  the  extent  that  public  sentiment  sup¬ 
ports  the  idea,  to  that  extent  will  it  come  to  affect  the  wages  set 
in  negotiations  and  arbitrations. 

While  it  is  probably  true  that  with  the  upward  trend  of  the  busi¬ 
ness  cycle  the  public  attitude  toward  a  consideration  of  standards 
of  living  is  favorable,  and  that  with  the  downward  trend  of  the 
business  cycle  public  opinion  on  the  matter  is  indifferent,  still  it 
would  be  most  unfortunate  to  have  as  much  lost  on  the  down¬ 
ward  curve  of  the  cycle  as  is  gained  on  the  upward  curve.  If 
public  opinion  be  aroused  in  favor  of  considerations  of  standards 
of  living  in  periods  of  depression,  then  not  so  much  would  be  lost 
as  was  gained  when  the  cycle  was  moving  upward,  so  that  the 
long-time  trend  of  sentiment  in  favor  of  considering  standards  of 
living  would  be  upward. 

5.  The  Theory  of  the  Minimum  Wage  1 

Minimum  wages  not  maximum  wages.  We  must  first  get 
clearly  before  us  the  distinction  between  the  fixing  and  enforcing 
of  a  Minimum,  and  the  fixing  and  enforcing  of  a  wage.  What  is 
here  in  question  (as  in  all  factory  legislation)  is  a  Minimum,  not  a 
Maximum  —  still  less  any  actual  decision  that  the  wage  shall  be 
such  or  such  sum.  It  ought  not  to  be  necessary  to  point  this  out. 
But  the  ignorance  and  stupidity  of  people  calling  themselves 
educated  is,  in  this  matter,  beyond  belief.  Nearly  every  day  I  am 
told,  or  I  read,  that  this  Minimum- Wage  legislation  is  merely  a 
revival  of  the  mediaeval  fixing  of  wages  by  the  Justices  of  the 
Peace,  or  the  eighteenth-century  fixing  of  wages  by  the  Tailors’ 
Acts  or  the  Spitalfields  Weavers’  Acts,  which  had,  it  is  asserted, 
such  disastrous  consequences.  I  wonder  how  long  it  will  take 
before  such  people  (economists,  I  am  afraid,  not  wholly  excluded) 
will  realize  that  they  are,  in  making  such  statements,  simply 
making  fools  of  themselves,  revealing  an  ignorance  of  the  subject 
so  abysmal  as  to  put  themselves  beyond  the  pale.  The  ancient 
legislation  to  which  they  refer,  by  definitely  prescribing  the 
actual  rates  to  be  paid,  fixed  maximum  wages,  not  merely  a  mini. 

’  From  “The  Economic  Theory  of  a  Legal  Minimum  Wage,”  by  Sidney  Webb,  in 
Journal  of  Political  Economy,  vol.  20, 19x2.  University  of  Chicago  Press,  publishers 
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mum.  There  is  no  sort  of  resemblance  or  analogy  between  pre¬ 
scribing  that  the  work-people  shall  under  no  circumstances  get 
more  than  a  specified  rate,  and  merely  enacting  that  they  shall 
under  no  circumstances  get  less.  The  whole  economic  and  social 
consequences  and  results  of  the  two  types  of  legislation,  and  their 
effects  on  employers  and  on  industry,  are  as  different  as  chalk  is 
from  cheese. 

The  principal  question  for  the  economist  to  consider  is  how  the 
adoption  and  enforcement  of  a  definite  minimum  of  wages  in 
particular  trades  is  likely  to  affect,  both  immediately  and  in  the 
long  run,  the  productivity  of  those  trades,  and  of  the  Nation’s 
industry  as  a  whole. 

Minimum  wage  increases  efficiency  of  labor.  Now  upon  this 
point  the  verdict  of  economic  theory,  whatever  it  may  be  worth, 
is,  I  submit,  emphatic  and  clear.  To  the  modern  economist  there 
seems  nothing  in  the  device  of  a  legal  minimum  of  wages,  espe¬ 
cially  where  (as  would  in  the  great  majority  of  trades  be  the  case) 
it  takes  the  form  of  a  standard  piecework  list,  that  is  in  any  way 
calculated  to  diminish  productivity.  On  the  contrary,  all  ex¬ 
perience,  as  well  as  all  theory,  seems  to  show  that,  as  compared 
with  no  regulation  of  wages,  or  with  leaving  the  employer  free  to 
deal  individually  with  each  operative,  it  must  tend  actually  to 
increase  the  productivity  of  the  industry.  Here  we  have,  in  fact, 
the  lesson  of  actual  experience  from  a  whole  century  of  industrial 
history.  It  is  only  necessary  to  watch  the  operation,  in  trade 
after  trade,  of  analogous  common  rules,  many  of  them  enforced 
by  law.  These  common  rules,  like  the  legal  minimum  wage,  are 
always  minima,  not  maxima.  Every  employer  naturally  prefers 
to  be  free  to  do  whatever  he  chooses;  to  compete  in  any  way  he 
pleases,  on  the  downward  way  as  well  as  on  the  upward  way. 
But  the  enforcement  in  any  industry,  whether  by  law  or  by  public 
opinion,  or  by  strong  trade-unionism,  or  a  standard  rate,  a  normal 
day,  and  prescribed  conditions  of  sanitation  and  safety,  does  not 
prevent  the  employer’s  choice  of  one  man  rather  than  another, 
or  forbid  him  to  pick,  out  of  the  crowd  of  applicants,  the  strong¬ 
est,  the  most  skillful,  or  the  best-conducted  workman.  The  uni¬ 
versal  enforcement  of  a  legal  minimum  wage  in  no  way  abolishes 
competition  for  employment.  It  does  not  even  limit  the  intensity 
of  such  competition,  or  the  freedom  of  the  employer  to  take  ad- 
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vantage  of  it.  All  that  it  does  is  to  transfer  the  pressure  from 
one  element  in  the  bargain  to  the  other:  from  the  wage  to  the 
work,  from  price  to  quality.  In  fact,  this  exclusion  from  influence 
on  the  contract  of  all  degradation  of  price,  whether  it  takes  the 
form  of  lower  rates  of  wages,  longer  hours  of  labor,  or  worse  con¬ 
ditions  of  sanitation  and  safety,  necessarily  heightens  the  relative 
influence  on  the  contract  of  all  the  elements  that  are  left.  If  the 
conditions  of  employment  are  unregulated,  it  will  frequently 
“pay”  an  employer  (though  it  does  not  pay  the  community  for 
him  to  do  so)  not  to  select  the  best  workman,  but  to  give  the  pre¬ 
ference  to  an  incompetent  or  infirm  man,  a  “boozer”  or  a  person 
of  bad  character,  provided  that  he  can  hire  him  at  a  sufficiently 
low  wage,  make  him  work  excessive  and  irregular  hours,  or  sub¬ 
ject  him  to  insanitary  or  dangerous  conditions.  In  short,  the 
employer  may  (in  the  absence  of  definitely  fixed  minimum  con¬ 
ditions)  make  more  profit,  though  less  product,  out  of  inefficient 
workmen  than  out  of  good  workmen.  With  a  legal  minimum 
wage,  and  with  similarly  fixed  hours  and  sanitary  conditions, 
this  frequent  lowering  of  productivity  is  prevented.  If  the  em¬ 
ployer  cannot  go  below  a  common  minimum  rate,  and  is  unable 
to  grade  the  other  conditions  of  employment  down  to  the  level  of 
the  lowest  and  most  necessitous  wage-earner  in  his  establishment, 
he  is  economically  impelled  to  do  his  utmost  to  raise  the  level  of 
efficiency  of  his  workers,  so  as  to  get  the  best  possible  return  for 
the  fixed  conditions. 

This  is  the  basis  of  the  oft-repeated  accusation  brought  by  the 
sentimental  lady  or  charity  worker  against  the  trade-union  stand¬ 
ard  rate,  and  now,  in  England,  by  foolish  persons  against  the 
Workmen’s  Compensation  Act,  that  it  prevents  an  employer  from 
preferentially  selecting  an  old  man,  or  a  physical  or  moral  invalid, 
when  there  is  a  vacancy  to  be  filled.  But  it  is  clear  that  the  ag¬ 
gregate  efficiency  of  the  Nation’s  industry  is  promoted  by  every 
situation  being  filled  by  the  best  available  candidate.  If  the  old 
man  is  engaged  instead  of  the  man  in  the  prime  of  life,  because  he 
can  be  hired  at  a  lower  rate,  the  man  of  irregular  habits  rather 
than  the  steady  worker,  because  the  former  is  prepared  to  take 
smaller  wages,  there  is  a  clear  loss  all  round.  From  the  point  of 
view  of  the  economist,  concerned  to  secure  the  highest  efficiency 
of  the  national  industry,  it  must  be  counted  to  the  credit  of  the 
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legal  minimum  wage  that  it  compels  the  employer,  in  hir  choice 
of  men  to  fill  vacancies,  seeing  that  he  cannot  get  a  “  cheap  hand,  ” 
for  the  price  that  he  has  to  pay,  to  be  always  striving  to  exact 
greater  strength  and  skill,  a  higher  standard  of  sobriety  and 
regular  attendance,  and  a  superior  capacity  for  responsibility  and 
initiative.  This  is  exactly  what  has  happened  in  Victoria  under 
the  Minimum  Wage  Law,  as  it  has  happened  in  Great  Britain 
where  a  definitely  fixed  minimum  has  been  substituted  for  the 
irregular  competitive  rates,  which,  in  the  absence  of  a  common 
rule,  the  sharp  or  “cutting”  employer  can  enforce  on  the  weakest 
or  most  necessitous  workers.  Thus,  a  legal  minimum  wage  posi¬ 
tively  increases  the  productivity  of  the  Nation’s  industry,  by  in¬ 
suring  that  the  surplus  of  unemployed  workmen  shall  be  exclu¬ 
sively  the  least  efficient  workmen;  or,  to  put  it  in  another  way,  by 
insuring  that  all  the  situations  shall  be  filled  by  the  most  efficient 
operatives  who  are  available.  This  is  plainly  not  the  case  under 
“free  competition”  where  there  is  no  fixed  minimum. 

But  the  enforcement  of  a  legal  minimum  wage  does  more  than 
act  as  a  perpetual  stimulus  to  the  selection  of  the  fittest  men  for 
employment.  The  fact  that  the  employer’s  mind  —  no  longer 
able  to  seek  profit  by  “nibbling”  at  wages  —  is  constantly  intent 
on  getting  the  best  possible  workmen,  silently  and  imperceptibly 
reacts  on  the  wage-earners.  The  young  workman,  knowing  that 
he  cannot  secure  a  preference  for  employment  by  offering  to  put 
up  with  worse  conditions  than  the  standard,  seeks  to  commend 
himself  by  a  good  character,  technical  skill,  and  general  intelli¬ 
gence.  Under  a  legal  minimum  wage  there  is  secured  what  under 
perfectly  free  competition  is  not  secured,  not  only  a  constant 
selection  of  the  most  efficient  but  also  a  positive  stimulus  to  the 
whole  class  to  become  more  and  more  efficient.  It  is  unnecessary 
here  to  dwell  on  the  enormous  moral  advantage  of  such  a  per¬ 
manently  acting,  all-pervasive  influence  on  character.  But  this, 
too,  has  an  economic  value,  in  increasing  productivity. 

So  far  we  have  considered  merely  the  effect  upon  productivity  of 
enforcing  a  minimum  wage,  quite  irrespective  of  this  involving  a 
positive  increase  of  wages.  But  to  enforce  a  minimum  is  actually 
to  raise  the  wages  of,  at  any  rate,  some  of  the  worst  paid  opera¬ 
tives.  We  have,  therefore,  to  consider  also  the  effect  on  the  living 
human  being  of  the  more  adequate  wages  that  the  enforcement 
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of  a  legal  minimum  would  involve  in  the  lowest  grades.  If  un¬ 
restricted  individual  competition  among  the  wage-earners  resulted 
in  the  universal  prevalence  of  a  high  standard  of  physical  and 
mental  activity,  it  would  be  difficult  to  argue  that  a  mere  improve¬ 
ment  of  sanitation,  a  mere  shortening  of  the  hours  of  labor,  or  a 
mere  increase  in  the  amount  of  food  and  clothing  obtained  by  the 
workers  or  their  families,  would  of  itself  increase  their  industrial 
efficiency.  But  such  ideal  conditions  are  far  from  prevailing  in 
any  country.  In  the  United  Kingdom  at  least  eight  millions  of 
the  population  —  over  one  million  of  them,  as  Mr.  Charles  Booth 
tells  us,  in  London  alone  —  are  at  the  present  time  existing  under 
conditions  represented  by  family  earnings  of  less  than  five  dollars 
a  week.  It  is  notorious  that  even  in  the  United  States  there  are 
millions  of  families  unable  to  earn  regularly  throughout  the  whole 
year  as  much  as  ten  dollars  a  week:  a  sum  which  does  not  afford, 
at  present  prices,  in  the  slums  of  New  York  or  Chicago,  Pitts¬ 
burgh  or  Cincinnati,  enough  for  a  physiologically  healthy  exist¬ 
ence.  The  unskilled,  and  especially  the  casually  hired  laborer, 
who  is  inadequately  fed,  whose  clothing  is  scanty  and  inappropri¬ 
ate  to  the  season,  who  lives  with  his  wife  and  children  in  a  single 
room  in  a  slum  tenement,  and  whose  spirit  is  broken  by  the  ever- 
recurring  irregularity  of  employment,  cannot  by  any  incentive  be 
stimulated  to  much  greater  intensity  of  effort,  for  the  simple  rea¬ 
son  that  his  method  of  life  makes  him  incapable  of  either  the 
physical  or  mental  energy  that  would  be  involved.  Even  the 
average  mechanic  or  factory  operative,  who  earns  in  the  United 
Kingdom  from  five  to  ten  dollars  a  week,  seldom  obtains  enough 
nourishing  food,  an  adequate  amount  of  sleep,  or  sufficiently  com¬ 
fortable  surroundings  to  allow  him  to  put  forth  the  full  physical 
and  mental  energy  of  which  his  frame  is  capable.  The  cool 
observer  of  the  conditions  of  life  of  that  half  of  the  American 
people  who  have  to  live  on  family  earnings  that  do  not  exceed 
five  hundred  dollars  in  a  year,  cannot  refrain  from  placing  them 
in  the  same  case.  No  “intellectual”  who  has  lived  for  any  length 
of  time  in  households  of  typical  factory  operatives  or  artisans  in 
England  or  in  the  United  States,  can  have  failed  to  become  pain¬ 
fully  aware  of  their  far  lower  standard  of  nutrition,  clothing,  and 
rest  than  his  own,  and  also  of  their  lower  standard  of  vitality  and 
physical  and  mental  exertion.  It  has  accordingly  been  pointed 
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out  by  many  economists,  from  J.  R,  M’Culloch  to  Alfred  Mar¬ 
shall,  that,  at  any  rate  so  far  as  the  weakest  and  most  necessitous 
workers  are  concerned,  improved  conditions  of  employment  bring 
with  them  a  positive  increase  of  production.  “A  rise  in  the 
standard  of  life  for  the  whole  population,”  we  are  expressly  told, 
“will  much  increase  the  national  dividend,  and  the  share  of  it 
which  accrues  to  each  trade.”  We  see,  therefore,  that  a  legal 
minimum  wage,  so  far  as  the  wage-earner  is  concerned,  is  calcu¬ 
lated  —  at  any  rate  if  it  takes  the  form  of  a  standard  piecework 
list  —  to  promote  the  action  of  both  forces  of  evolutionary  pro¬ 
gress;  it  tends  constantly  to  the  selection  of  the  fittest,  and  at  the 
same  time  provides  both  the  mental  stimulus  and  the  material 
conditions  necessary  for  functional  adaptation  to  a  higher  level  of 
skill  and  energy. 

Minimum  wage  a  stimulus  to  management.  But  we  have  got 
into  the  habit  of  thinking  that  the  productivity  of  industry  de¬ 
pends  more  upon  the  efficiency  of  the  brains  and  machinery  em¬ 
ployed,  than  upon  the  quality  of  the  manual  laborers.  Let  us, 
therefore,  consider  the  probable  effects  of  a  legal  minimum  wage 
upon  the  brain-workers,  including  under  this  term  all  who  are  con¬ 
cerned  in  the  direction  of  industry.  Here  the  actual  experience  of 
the  Factory  Acts  and  of  strong  trade-unionism  is  very  instructive. 
When  all  the  employers  in  a  trade  find  themselves  precluded,  by 
the  existence  of  a  common  rule,  from  worsening  the  conditions  of 
employment  —  when,  for  instance,  they  are  legally  prohibited 
from  crowding  more  operatives  into  their  mills  or  keeping  them  at 
work  for  longer  hours,  or,  when  they  find  it  impossible,  owing  to  a 
strictly  enforced  piecework  list,  to  nibble  at  wages  —  they  are 
driven  in  their  competitive  struggle  with  each  other,  to  seek  ad¬ 
vantage  in  other  ways.  We  arrive,  therefore,  at  the  unexpected 
result  that  the  enforcement  of  definite  minimum  conditions  of 
employment  as  compared  with  a  state  of  absolute  freedom  to  the 
employer  to  do  as  he  likes,  positively  stimulates  the  invention  and 
adoption  of  new  processes  of  manufacture.  This  is  no  new  para¬ 
dox,  but  has  been  repeatedly  remarked  by  the  opponents  of  trade- 
unionism.  Thus  Babbage,  in  1832,  described  in  detail  how  the 
invention  and  adoption  of  new  methods  of  forging  and  welding 
gun-barrels  was  directly  caused  by  the  combined  insistence  on 
better  conditions  of  employment  by  all  the  workmen  engaged  in 
the  old  process 
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In  this  difficulty  [he  says]  the  contractors  resorted  to  a 
mode  of  welding  the  gun-barrel  according  to  a  plan  for  which 
a  patent  had  been  taken  out  by  them  some  years  before  the 
event.  It  had  not  then  succeeded  so  well  as  to  come  into  gen¬ 
eral  use,  in  consequence  of  the  cheapness  of  the  usual  mode  of 
welding  by  hand  labour ,  combined  with  some  other  difficulties 
with  which  the  patentee  had  to  contend.  But  the  stimulus 
produced  by  the  combination  of  the  workmen  for  this  advance 
of  wages  induced  him  to  make  a  few  trials,  and  he  was  enabled 
to  introduce  such  a  facility  in  welding  gun-barrels  by  roller, 
and  such  perfection  in  the  work  itself,  that  in  all  probability 
very  few  will  in  future  be  welded  by  hand  labour.  Similar 
examples  [continues  Babbage]  must  have  presented  them¬ 
selves  to  those  who  are  familiar  with  the  details  of  our  manu¬ 
factories,  but  these  are  sufficient  to  illustrate  one  of  the  re¬ 
sults  of  combinations.  ...  It  is  quite  evident  that  they  have 
all  this  tendency;  it  is  also  certain  that  considerable  stimulus 
must  be  applied  to  induce  a  man  to  contrive  a  new  and  ex¬ 
pensive  process;  and  that  in  both  these  cases  unless  the  fear  of 
pecuniary  loss  had  acted  powerfully  life  improvement  would  not 
have  been  made 

The  Lancashire  cotton  trade  supplied  the  same  generation  with 
a  classic  instance  of  “trade-union  folly”  of  this  kind.  Almost 
every  contemporary  observer  declares  that  the  adoption  of  the 
“self-acting”  mule  was  a  direct  result  of  the  repeated  strikes  of 
the  cotton  spinners,  between  1829  and  1836,  to  enforce  their 
standard  piecework  lists,  and  that  many  other  improvements  in 
this  industry  sprang  from  the  same  stimulus.  The  Edinburgh 
Review  went  so  far  as  to  say,  in  1835,  that  “if  from  the  discovery 
of  the  spinning  frame  up  to  the  present,  wages  had  remained  at  a 
level,  and  workers’  coalitions  and  strikes  had  remained  unknown, 
we  can  without  exaggeration  assert  that  the  industry  would  not 
have  made  half  the  progress.”  And,  coming  down  to  our  own 
day,  I  have  myself  had  the  experience  of  being  conducted  over  a 
huge  steel  works  in  Scotland  by  the  late  Sir  Charles  Tennant,  one 
of  the  ablest  and  most  successful  of  our  captains  of  industry,  and 
being  shown  one  improvement  after  another,  which  had  been 
devised  and  adopted  expressly  because  the  workmen  engaged  at 
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the  old  processes  had,  through  their  powerful  trade  unions,  en¬ 
forced  a  definite  minimum  standard  wage.  To  the  old  economist, 
accustomed  to  the  handicraftsman’s  blind  hostility  to  machinery, 
this  insistence  on  a  uniform  minimum  standard  rate  seemed  a 
proof  of  the  shortsightedness  of  trade-union  action.  The  modern 
student  perceives  that  the  trade  unions,  in  fighting  for  better  con¬ 
ditions  of  employment  than  would  have  been  yielded  by  individual 
bargaining,  and,  in  particular,  for  a  compulsory  minimum,  were 
building  “better  than  they  knew.”  To  the  wage-earners  as  a 
class  it  is  of  the  utmost  importance  that  the  other  factors  in  pro¬ 
duction  —  capital  and  brain  power  —  should  always  be  working 
at  their  highest  possible  efficiency,  in  order  that  the  common  pro¬ 
duct,  on  which  wages  no  less  than  profits  depend,  may  be  as  large 
as  possible.  The  enforcement  of  the  common  rule  on  all  estabbsh- 
ments  concentrates  the  pressure  of  competition  on  the  brains  of 
the  employers,  and  keeps  them  always  on  the  stretch.  “Man¬ 
kind,”  says  Emerson,  “is  as  lazy  as  it  dares  to  be,”  and  so  long 
as  an  employer  can  meet  the  pressure  of  the  wholesale  trader,  or 
of  foreign  competition,  by  nibbling  at  wages  or  “cribbing  time,” 
he  is  not  likely  to  undertake  the  “intolerable  toil  of  thought” 
that  would  be  required  to  discover  a  genuine  improvement  in  the 
productive  process,  or  even,  as  Babbage  candidly  admits,  to  in¬ 
troduce  improvements  that  have  already  been  invented.  Hence 
the  mere  existence  .of  a  legal  minimum  wage,  by  debarring  the 
hard-pressed  employer  from  the  most  obvious  form  of  relief  — 
one  which  is  of  no  advantage  to  the  community  —  positively 
drives  him  to  other  means  of  lowering  the  costs  of  production, 
which  almost  inevitably  take  the  form  of  increasing  productivity. 

Thus,  the  probable  effect  of  a  legal  minimum  wage  on  the  or¬ 
ganization  of  industry,  like  its  effect  on  the  manual  laborer  and 
the  brain-working  manager  or  entrepreneur,  is  all  in  the  direction 
of  increasing  efficiency.  Its  effect  on  the  personal  character  of 
the  operative  is  in  the  right  direction.  It  in  no  way  abobshes 
competition,  or  lessens  its  intensity.  What  it  does  is  perpetually 
to  stimulate  the  selection,  for  the  Nation’s  business,  of  the  most 
efficient  workmen,  the  best-equipped  employers,  and  the  most 
advantageous  forms  of  industry.  It  in  no  way  deteriorates  any  of 
the  factors  of  production;  on  the  contrary,  its  influence  acts  as  a 
constant  incentive  to  the  further  improvement  of  the  manual 


136  PROBLEMS  OF  THE  WAGE-EARNER 

laborers,  the  machinery,  and  the  organizing  ability  used  in  in¬ 
dustry.  In  short,  whether  with  regard  to  labor  or  capital,  in¬ 
vention  or  organizing  ability,  the  mere  existence  of  a  legal  mini¬ 
mum  wage  in  any  industry  promotes  alike  the  selection  of  the 
most  efficient  factors  of  production,  their  progressive  functional 
adaptation  to  a  higher  level,  and  their  combination  in  the  most 
advanced  type  of  industrial  organization.  And  these  results  are 
permanent  and  cumulative.  However  slight  may  be  the  effect 
upon  the  character  or  physical  efficiency  of  the  wage-earner  or 
the  employer;  however  gradual  may  be  the  improvement  in  pro¬ 
cesses  or  in  the  organization  of  the  industry,  these  results  endure 
and  go  on  intensifying  themselves,  so  that  the  smallest  step  for¬ 
ward  becomes,  in  time,  an  advance  of  the  utmost  importance.  I 
do  not  see  how  any  instructed  economist  can  doubt,  in  the  fact  of 
economic  theory  on  the  one  hand,  and  of  the  ascertained  experi¬ 
ence  of  Victoria  and  Great  Britain  on  the  other,  that  the  enact¬ 
ment  and  enforcement  of  a  legal  minimum  wage,  like  that  of  an 
ordinary  factory  law,  positively  increases  the  productivity  of  in¬ 
dustry. 

Parasitic  trades.  I  pass  to  a  more  interesting  point.  What 
would  be  the  result  of  a  legal  minimum  wage  on  the  employer’s 
persistent  desire  to  use  boy  labor,  girl  labor,  married  women’s 
labor,  the  labor  of  old  men,  of  the  feeble-minded,  of  the  decrepit 
and  broken-down  invalids  and  all  the  other  alternatives  to  the 
engagement  of  competent  male  adult  workers  at  a  full  standard 
rate?  What  would  be  the  effect,  in  short,  upon  the  present  em¬ 
ployment,  at  wages  far  below  a  decent  level,  of  workers  who  at 
present  cannot  (or  at  any  rate  do  not)  obtain  a  full  subsistence 
wage? 

To  put  it  shortly,  all  such  labor  is  parasitic  on  other  classes  of 
the  community,  and  is  at  present  employed  in  this  way  only  be¬ 
cause  it  is  parasitic. 

When  an  employer,  without  imparting  any  adequate  instruc¬ 
tion  in  a  skilled  craft,  gets  his  work  done  by  boys  and  girls  who 
live  with  their  parents  and  work  practically  for  pocket  money, 
he  is  clearly  receiving  a  subsidy  or  bounty,  which  gives  his  pro¬ 
cess  an  economic  advantage  over  those  worked  by  fully  paid  labor. 
But  this  is  not  all.  Even  if  he  pays  the  boys  or  girls  a  wage  suffi¬ 
cient  to  cover  the  cost  of  their  food,  clothing,  and  lodging  so  long 
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as  they  are  in  their  teens,  and  dismisses  them  as  soon  as  they  be¬ 
come  adults,  he  is  in  the  same  case.  For  the  cost  of  boys  and  girls 
to  the  community  includes  not  only  their  daily  bread  between 
thirteen  and  twenty-one,  but  also  their  nurture  from  birth  to  the 
age  of  beginning  work,  and  their  maintenance  as  adult  citizens 
and  parents.  If  a  trade  is  carried  on  entirely  by  the  labor  of  boys 
and  girls,  and  is  supplied  with  successive  relays  who  are  dismissed 
as  soon  as  they  become  adults,  the  mere  fact  that  the  employers 
pay  what  seems  a  subsistence  wage  to  the  young  people  does  not 
prevent  the  trade  from  being  economically  parasitic.  The  em¬ 
ployer  of  adult  women  is  in  the  same  case,  where,  as  is  usual,  he 
pays  them  a  wage  insufficient  to  keep  them  in  full  efficiency, 
irrespective  of  what  they  receive  from  their  parents,  husbands, 
or  lovers.  In  all  these  instances  the  efficiency  of  the  services 
rendered  by  the  young  persons  or  women  is  being  kept  up  out  of 
the  earnings  of  some  other  class.  These  trades  are  therefore  as 
clearly  receiving  a  subsidy  as  if  the  workers  in  them  were  being 
given  a  “rate  in  aid  of  wages.”  The  employer  of  partially  sub¬ 
sidized  woman  or  child  labor  gains  actually  a  double  advantage 
over  the  self-supporting  trades;  he  gets,  without  cost  to  himself, 
the  extra  energy  due  to  the  extra  food  for  which  his  wages  do  not 
pay,  and  he  abstracts  —  possibly  from  the  workers  at  a  rival  pro¬ 
cess,  or  in  a  competing  industry  —  some  of  the  income  which 
might  have  increased  the  energy  put  into  the  other  trade. 

But  there  is  a  far  more  vicious  form  of  parasitism  than  this 
partial  maintenance  by  another  class.  The  continued  efficiency 
of  a  nation’s  industry  obviously  depends  on  the  continuance  of 
its  citizens  in  health  and  strength.  For  an  industry  to  be  eco¬ 
nomically  self-supporting,  it  must,  therefore,  maintain  its  full 
establishment  of  workers,  unimpaired  in  numbers  and  vigor,  with 
a  sufficient  number  of  children  to  fill  all  vacancies  caused  by 
death  or  superannuation.  If  the  employers  in  a  particular  trade 
are  able  to  take  such  advantage  of  the  necessities  of  their  work¬ 
people  as  to  hire  them  for  wages  actually  insufficient  to  provide 
enough  food,  clothing,  and  shelter  to  maintain  them  permanently 
in  average  health;  if  they  are  able  to  work  them  for  hours  so  long 
as  to  deprive  them  of  adequate  rest  and  recreation;  or  if  they  can 
subject  them  to  conditions  so  dangerous  or  insanitary  as  posi¬ 
tively  to  shorten  their  lives,  that  trade  is  clearly  obtaining  a 
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supply  of  labor  force  which  it  does  not  pay  for.  If  the  workers 
thus  used  up  were  horses  —  as,  for  instance,  on  the  horse-cars  of 
an  old  street  railroad,  or  like  those  that  the  English  stage-coaches 
formerly  “used  up”  in  three  years’  galloping  —  the  employers 
would  have  to  provide,  in  addition  to  the  daily  modicum  of  food, 
shelter,  and  rest,  the  whole  cost  of  breeding  and  training  the  suc¬ 
cessive  relays  necessary  to  keep  up  their  establishments.  In  the 
case  of  free  human  beings,  who  are  not  purchased  by  the  em¬ 
ployer,  this  capital  value  of  the  new  generation  of  workers  is 
placed  gratuitously  at  his  disposal,  on  payment  merely  of  sub¬ 
sistence  from  day  to  day.  Such  parasitic  trades  are  not  drawing 
any  money  subsidy  from  the  incomes  of  other  classes.  But  in 
thus  deteriorating  the  physique,  intelligence,  and  character  of 
their  operatives,  they  are  drawing  on  the  capital  stock  of  the 
nation.  And  even  if  the  using-up  is  not  actually  so  rapid  as  to 
prevent  the  “sweated”  workers  from  producing  a  new  generation 
to  replace  them,  the  trade  is  none  the  less  parasitic.  In  persist¬ 
ently  deteriorating  the  stock  it  employs,  it  is  subtly  draining  away 
the  vital  energy  of  the  community.  It  is  taking  from  these 
workers,  week  by  week,  more  than  its  wages  can  restore  to  them. 
A  whole  community  might  conceivably  thus  become  parasitic  on 
itself,  or,  rather,  upon  its  future.  If  we  imagine  all  the  employers 
in  all  the  industries  of  the  nation  to  be,  in  this  sense,  “sweating” 
their  labor,  the  entire  nation  would,  generation  by  generation, 
steadily  degrade  in  character  and  industrial  efficiency.  And  in 
human  society,  as  in  the  animal  world,  the  lower  type  developed 
by  parasitism,  characterized  as  it  is  by  the  possession  of  smaller 
faculties  and  fewer  desires,  does  not  necessarily  tend  to  be  elimi¬ 
nated  by  free  competition.  The  degenerate  forms  may,  on  the 
contrary,  flourish  in  their  degradation,  and  depart  farther  and 
farther  from  the  higher  type.  Evolution,  in  a  word,  if  unchecked 
by  man’s  selective  power,  may  result  in  degeneration  as  well  as 
in  what  we  choose  to  call  progress.  It  is  to  prevent  this  result 
that  every  civilized  nation  has  been  driven,  by  a  whole  century  of 
experiment,  to  the  adoption  of  stringent  factory  legislation  as 
regards  sanitation  and  hours  of  labor.  But  water-closets  and 
leisure  do  not,  of  themselves,  maintain  the  Nation’s  workers  in 
health  and  efficiency,  or  prevent  industrial  parasitism.  Just  as  it 
is  against  public  policy  to  allow  an  employer  to  engage  a  woman 
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to  work  excessive  hours  or  under  insanitary  conditions,  so  it  is 
equally  against  public  policy  to  permit  him  to  engage  her  for 
wages  insufficient  to  provide  the  food  and  shelter  without  which 
she  cannot  continue  in  health.  Once  we  begin  to  prescribe  the 
minimum  conditions  under  which  an  employer  should  be  per¬ 
mitted  to  open  a  factory,  there  is  no  logical  distinction  to  be 
drawn  between  the  several  causes  of  the  wage  contract.  From 
the  point  of  view  of  the  employer,  one  way  of  increasing  his  ex¬ 
penses  is  the  same  as  another,  while  to  the  economist  and  the 
statesman  concerned  with  the  permanent  efficiency  of  industry 
and  the  maintenance  of  national  health,  adequate  food  is  at  least 
as  important  as  reasonable  hours  or  good  drainage.  To  be  com¬ 
pletely  effectual  the  same  policy  will,  therefore,  have  to  be  applied 
to  wages.  Thus,  to  the  economist,  the  enforcement  of  a  legal 
minimum  wage  appears  but  as  the  latest  of  the  long  series  of 
common  rules,  which  experience  has  proved  to  be  (a)  necessary 
to  prevent  national  degradation;  and  ( b )  positively  advantageous 
to  industrial  efficiency. 

Effect  on  sweated  trades.  Does  this  mean  that  the  enforce¬ 
ment  of  a  legal  minimum  wage  in  any  sweated  industry  will  in¬ 
volve  the  destruction  of  that  industry?  By  no  means. 

When  any  particular  way  of  carrying  on  an  industry  is  favored 
by  a  bounty  or  subsidy,  this  way  will  almost  certainly  be  chosen, 
to  the  exclusion  of  other  methods  of  conducting  the  business.  If 
the  subsidy  is  withdrawn,  it  often  happens  that  the  industry  falls 
back  on  another  process,  which,  less  immediately  profitable  to  the 
capitalists  than  the  bounty-fed  method,  proves  positively  more 
advantageous  to  the  industry  in  the  long  run.  This  result,  famil¬ 
iar  to  the  free  trader,  is  even  more  probable  when  the  bounty  or 
subsidy  take  the  form,  not  of  a  protective  tariff,  an  exemption 
from  taxation,  or  a  direct  money  grant,  but  of  the  privilege  of 
exacting  from  the  manual  workers  more  labor-force  than  is  re¬ 
placed  by  the  wages  and  other  conditions  of  employment.  The 
existence  of  negro  slavery  in  the  Southern  States  of  America 
made,  while  it  lasted,  any  other  method  of  carrying  on  industry 
economically  impossible;  but  it  was  not  really  an  economic  ad¬ 
vantage  to  cotton-growing.  The  “white  slavery”  of  the  early 
factory  system  of  Lancashire  a  century  ago  stood,  so  long  as  it 
was  permitted,  in  the  way  of  any  manufacturer  adopting  more 
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humane  conditions  of  employment;  but  when  these  more  humane 
conditions  were  forced  upon  the  Lancashire  mill-owners,  they 
were  discovered  to  be  more  profitable  than  those  which  unlimited 
freedom  of  competition  had  dictated.  The  low  wages  to  which, 
in  the  unregulated  trades,  the  stream  of  competitive  pressure 
forces  employers  and  operatives  alike,  are  not  in  themselves  any 
more  economically  advantageous  to  the  industry  than  the  long 
hours  and  the  absence  of  sanitary  precautions  were  to  the  early 
cotton  mills  of  Lancashire.  To  put  it  plumply,  if  the  employers 
paid  more,  the  labor  would  be  worth  more.  In  so  far  as  this 
proves  to  be  the  case,  the  legal  minimum  wage  would  have  raised 
the  standard  of  life  without  loss  of  trade,  without  cost  to  the 
employer,  and  without  disadvantage  to  the  community.  More¬ 
over,  the  mere  fact  that  employers  are  at  present  paying  lower 
wages  than  the  proposed  minimum  is  no  proof  that  the  labor  is 
not  “worth”  more  to  them  and  to  the  customers;  for  the  wages 
of  the  lowest  grade  of  labor  are  fixed,  not  by  the  “worth,”  in  any 
sense  —  not  even  the  possible  “value  in  exchange”  —  of  the 
individual  laborer,  but  (as  we  must  nowadays  sadly  concede) 
largely  by  the  urgent  necessities  of  the  “marginal”  man,  or, 
rather,  the  “marginal”  woman.  It  may  well  be  that,  rather 
than  go  without  the  particular  commodity  produced,  the  com¬ 
munity  would  willingly  pay  much  more  for  it,  and  yet  consume  as 
much  or  nearly  as  much  of  it,  as  it  now  does.  Nevertheless,  so 
long  as  the  wage-earner  can  be  squeezed  down  to  a  subsistence 
wage,  or,  more  correctly,  a  parasitic  wage,  the  pressure  of  com¬ 
petition  will  compel  the  employer  so  to  squeeze  him,  whether  the 
consumer  desires  it  or  not. 

The  question  then  arises  what  effect  the  prohibition  of  para¬ 
sitism  would  have  on  the  individuals  at  present  working  in  the 
sweated  trades.  We  need  not  dwell  on  the  individual  personal 
hardships  incidental  to  any  shifting  of  industry  or  change  of 
process.  Any  deliberate  improvement  in  the  distribution  of  the 
nation’s  industry  ought,  out  of  regard  for  these  hardships,  to  be 
brought  about  gradually,  and  with  equitable  consideration  of  the 
persons  injuriously  affected.  But  there  is  no  need  to  assume  that 
anything  like  all  those  now  receiving  less  than  the  legal  minimum 
wage  would  be  displaced  by  its  enactment. 

We  see,  in  the  first  place,  that  the  very  leveling  up  of  the  stand- 
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ard  conditions  of  sanitation,  hours,  and  wages  would,  in  some 
directions,  positively  increase  the  demand  for  labor.  The  con¬ 
traction  of  the  employment  of  boys,  and  girls,  brought  about  by 
the  needful  raising  of  the  age  for  full  and  half  time  respectively, 
would,  in  itself,  increase  the  number  of  situations  to  be  filled  by 
adults.  The  enforcement  of  the  normal  day,  by  stopping  the 
excessive  hours  of  labor  now  worked  by  the  most  necessitous 
operatives,  and  the  overtime  resorted  to  whenever  it  suits  the 
momentary  convenience  of  each  particular  employer  —  quite 
irrespective  of  whether  the  community  as  a  whole  is  in  a  hurry, 
or  not  —  would  automatically  absorb  the  best  of  the  unemployed 
workers  in  their  own  and  allied  occupations,  and  would  create  a 
new  demand  for  learners.  Finally,  the  abandonment  of  that 
irregularity  of  employment  which  so  disastrously  affects  the  New 
York  outworkers  and  the  London  dock-laborers,  and  indeed  most 
other  occupations,  would  result  in  the  enrollment  of  a  new  per¬ 
manent  staff.  All  these  changes  would  bring  into  regular  work, 
at  or  above  the  legal  minimum,  whole  classes  of  operatives  selected 
from  among  those  now  only  partially  or  fitfully  employed.  Thus, 
all  the  most  capable  and  best  conducted  would  certainly  obtain 
regular  situations.  But  this  concentration  of  employment  would, 
it  must  be  admitted,  imply  the  total  exclusion  of  others,  who 
might,  in  the  absence  of  regulation,  have  “picked  up”  some  sort 
of  partial  livelihood.  In  so  far  as  the  persons  thus  rendered  per¬ 
manently  unemployed  consisted  merely  of  children  removed  from 
industrial  work  to  the  schoolroom,  few  (and  certainly  no  econo¬ 
mist)  would  doubt  that  the  change  would  be  wholly  advantageous 
to  national  productivity  and  economic  efficiency.  And  there  are 
many  who  would  welcome  a  reorganization  of  industry,  which,  by 
concentrating  employment  exclusively  among  those  in  regular 
attendance,  would  tend  automatically  to  exclude  from  wage 
labor,  and  to  set  free  for  domestic  duties,  an  ever-increasing  pro¬ 
portion  of  the  women  having  young  children  to  attend  to.  There 
would  still  remain  to  be  considered  the  remnant,  who,  notwith¬ 
standing  the  increased  demand  for  adult  male  labor  and  inde¬ 
pendent  female  labor,  proved  to  be  incapable  of  earning  the  legal 
minimum  in  any  capacity  whatsoever.  We  should,  in  fact,  be 
brought  face  to  face  with  the  problem,  not  of  the  unemployed  but 
of  the  unemployable:  those  whom  no  employer  would  employ  at 
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the  legal  minimum  even  if  trade  was  booming  and  he  could  get  t 

nobody  else. 

How  to  handle  the  unemployable.  The  unemployable,  to  put 
it  bluntly,  do  not  and  cannot  under  any  circumstances  earn  their 
keep.  What  we  have  to  do  with  them  is  to  see  that  as  few  as 
possible  of  them  are  produced ;  that  such  of  them  as  can  be  cured 
are  (almost  at  whatever  cost)  treated  so  as  promptly  to  remove 
their  incapacity,  and  that  the  remnant  are  provided  for  at  the 
public  expense,  as  wisely,  humanely,  and  inexpensively  as  pos¬ 
sible. 

I  cannot  here  enter  into  the  appropriate  social  regimen  and  cur¬ 
ative  treatment  best  calculated  to  minimize  the  production  of  the 
unemployable  in  each  subdivision,  and  to  expedite  the  recovery  of 
such  as  are  produced.  Such  a  regimen  and  such  a  treatment  have 
been  elaborately  expounded  for  the  United  Kingdom  in  the  Minor¬ 
ity  Report  of  the  Poor  Law  Commission,  which  is,  in  my  judg¬ 
ment,  essentially,  applicable  to  the  United  States  in  much  the 
same  way  as  to  the  United  Kingdom.  Once  such  unfortunate 
products  of  social  anarchy  exist,  these  physical  and  moral  weak¬ 
lings  and  degenerates  must  somehow  be  maintained,  at  the  ex¬ 
pense  of  other  persons.  They  may  be  provided  for  from  their 
own  property  or  savings,  by  charity,  or  from  public  funds,  with 
or  without  being  set  to  work  in  whatever  ways  are  within  their 
capacity.  But,  of  all  ways  of  dealing  with  these  unfortunate 
parasites,  the  most  ruinous  to  the  community  is  to  allow  them 
unrestrainedly  to  compete  as  wage-earners  for  situations.  For 
this  at  once  prevents  competition  from  resulting  in  the  selection 
of  the  most  fit,  and  thus  defeats  its  very  object.  In  the  absence 
of  any  common  rule,  it  will,  as  we  have  seen,  often  “pay”  an  em¬ 
ployer  to  select  a  physical  or  moral  invalid,  who  offers  his  services 
for  a  parasitic  wage,  rather  than  the  most  efficient  workman,  who 
stands  out  for  the  conditions  necessary  for  the  maintenance  of  his 
efficiency.  In  the  same  way  a  whole  industry  may,  if  permitted, 
batten  on  parasitic  labor,  diverting  the  nation’s  capital  and  brains 
from  more  productive  processes,  and  undermining  the  position  of 
its  more  capable  artisans.  And  where  the  industrial  parasitism 
takes  the  form  of  irregular  employment,  as,  for  instance,  among 
the  sweated  outworkers  or  homeworkers  in  all  great  cities,  and  the 
casual  dock-laborers,  its  effect  is  actually  to  extend  the  area  of  the 
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disease.  The  consumers’  demand  —  which  governs  the  employ¬ 
ers’  requirements  —  would  suffice  to  keep  in  regular  work,  at 
something  like  adequate  weekly  earnings,  a  certain  proportion  of 
these  casual  workers.  But  because  it  is  distributed,  as  partial 
employment  and  partial  maintenance,  among  the  entire  class,  its 
insufficiency  and  irregularity  demoralize  all  alike,  and  render 
whole  sections  of  the  population  of  the  great  cities  of  the  twentieth 
century  permanently  incapable  of  regular  conduct  and  continuous 
work.  Thus,  the  disease  perpetuates  itself,  and  becomes  by  its 
very  vastness  incapable  of  being  isolated  and  properly  treated. 
A  dim  appreciation  of  the  evil  effects  of  any  mixing  of  degenerates 
in  daily  life,  joined,  of  course,  with  motives  of  humanity,  has 
caused  the  sick  and  the  infirm,  the  imbeciles  and  the  lunatics,  even 
the  cripples  and  the  epileptics,  to  be,  in  all  civilized  communities, 
increasingly  removed  from  the  competitive  labor  market,  and 
scientifically  dealt  with  according  to  their  capacities  and  their 
needs.  The  ‘Tabor  colonies”  of  Holland  and  Germany  are,  from 
this  point  of  view,  an  extension  of  the  same  policy.  To  maintain 
our  industrial  invalids,  even  in  idleness,  from  publie  funds,  in¬ 
volves  a  definite  and  known  burden  on  the  community.  To  allow 
them  to  remain  at  large,  in  parasitic  competition  with  those  who 
are  whole,  is  to  contaminate  the  labor  market;  and  means  a  dis¬ 
astrous  lowering  of  the  standard  of  life  and  standard  of  conduct, 
not  for  them  alone,  but  for  the  entire  wage-earning  class. 

The  economist  has  therefore  to  point  out  to  the  statesman  that 
the  adoption  of  a  legal  minimum  wage  would  in  no  way  increase 
the  amount  of  maintenance  which  has  to  be  provided  by  the 
community,  in  one  form  or  another,  for  persons  incapable  of  pro¬ 
ducing  their  own  keep.  It  would,  on  the  contrary,  tend  steadily 
to  reduce  it,  both  by  diminishing  the  number  of  weaklings  or 
degenerates  annually  produced,  and  by  definitely  marking  out 
such  as  exist,  so  that  they  may  be  isolated  and  properly  treated. 

6.  An  Attack  on  the  Minimum  Wage 

The  following  article,  written  in  1913  when  our  States  were  be¬ 
ginning  to  pass  laws  establishing  minimum  rates  of  pay  for  women 
in  indust’v  and  commerce,  states  the  case  of  the  laissez-faire  econ¬ 
omists  against  the  attempt  to  raise  wages  by  law.  The  major 
thesis  of  the  writer  is  fundamentally  sound:  i.e.,  that  in  an  order 
based  on  free  enterprise  attempts  to  advance  wages  without  re- 
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gard  to  the  worker’s  productivity  are  both  futile  and  injurious. 
However,  in  applying  the  logic  of  this  position  to  any  specific 
minimum-wage  law,  two  considerations,  both  overlooked  by  this 
writer,  must  be  borne  in  mind.  In  the  first  place,  we  have  no 
assurance  that  the  prevailing  wage  rate,  especially  as  applied  to 
unorganized  women  workers  in  certain  trades,  represents  the  full 
product  of  the  worker.  The  actual  rate  is  fixed  by  the  bargaining 
process;  the  productivity  wage  is  merely  an  ideal  maximum  toward 
which  wages  tend  to  rise  under  competition.  The  writer  assumes 
that  the  shopgirl’s  $5  per  week,  for  some  reason,  must  automatic¬ 
ally  measure  her  full  worth  as  a  producer.  But  weak  and  timid 
bargainers  may  be  victimized  into  accepting  less  than  they  are 
worth  to  the  employer  and  to  society.  When  this  is  true,  it  is 
obvious  that  the  wage  of  the  group  in  question  may  be  raised  by 
law  —  provided  the  increase  is  not  pushed  too  far  —  without 
conflicting  at  all  with  the  position  of  the  writer. 

Secondly,  an  initial  rise  of  wages  for  any  especially  low-paid 
group  may  bring  about  reactions  which  so  far  improve  the  pro¬ 
ductivity  of  the  group  as  to  justify  the  higher  wage  on  the  very 
grounds  laid  down  by  the  writer.  Undernourishment,  anxiety, 
resentment  against  the  employer,  to  say  nothing  of  the  effects  of 
vice  indulged  in  as  a  means  of  supplementary  income,  are,  for 
obvious  reasons,  destructive  of  the  productive  efficiency  of  any 
class  of  workers.  Relief  from  these  handicaps,  it  may  be  argued, 
will  inevitably  improve  the  service  of  the  wage-earner  in  industry; 
and  an  advance  of  wages  which  works  toward  this  end  —  even  if 
at  the  outset  the  advance  is  wholly  arbitrary  —  need  not  in  the 
long  run  conflict  with  the  productivity  theory  of  wages.  Experi¬ 
ence  with  the  minimum  wage  in  this  country  and  others  has  proved 
that  this  consideration  is  not  merely  of  theoretical  importance. 

1  The  hysterical  agitation  for  a  minimum  wage  (to-day  urged 
chiefly  for  women)  has  in  it  no  conception  of  a  relation  between 
wages  and  producing  power.  It  is  unsound  for  several  reasons 
which  touch  the  very  interests  of  the  laborers  themselves. 

It  introduces  a  new  and  unjustifiable  basis  of  wages  —  that 
wages  shall  be  paid  on  the  basis  of  what  it  costs  the  recipient  to 
live.  If  it  is  urged,  for  instance,  that  a  woman  cannot  live  on 
|;.ooa  week  but  can  live  on  $8.00  and  hence  her  minimum  wage 
should  be  $8.00,  the  whole  case  has  not  been  considered.  If  we 
accept  —  what  we  should  not  accept  —  the  principle  that  wages 

1  Adapted  from  an  article  by  J.  Laurence  Laughlin,  “A  Monopoly  of  Labor,” 
in  the  Atlantic  Monthly,  vol.  cxn,  pp.  551-53. 
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should  be  related  to  the  cost  of  living,  and  if  it  is  accepted  that 
the  woman  should  live  on  $8.00  a  week,  on  what  grounds  should 
she  ever  receive  more  than  $8.00  a  week?  On  what  grounds 
could  any  one  get  $18.00  a  week?  At  present  $18.00  is  paid  on 
the  ground  that  it  is  earned,  that  is,  on  the  basis  of  a  relation  be¬ 
tween  wages  and  producing  power.  No  other  basis  can  stand  for 
a  moment  in  the  actual  work  of  industry.  Men  go  into  business 
to  gain  profit;  if,  in  their  opinion,  the  employee  is  not  worth 
$8.00  a  week,  she  will  not  be  retained,  no  matter  what  it  costs  to 
live.  If  she  is  worth  to  the  business  $18.00,  that  will  be  the  wage. 
No  law  can  force  any  one  to  remain  in  a  business  that  does  not 
pay. 

The  theory  of  a  minimum  wage  based  on  the  cost  of  living  is 
flatly  inconsistent  with  the  facts  of  daily  life  and  preparation 
for  any  occupation.  At  what  age  or  point  is  a  beginner,  or  ap¬ 
prentice,  to  receive  the  full  legal  wage?  Is  no  boy,  or  apprentice, 
to  be  allowed  to  receive  a  partial  reward  till  he  is  a  full-fledged 
adult  workman?  How  about  the  woman,  who,  in  the  economic 
role  of  domestic  labor,  knits  stockings  in  odd  hours  in  order  to 
add  a  little  to  the  family  income  —  shall  she  receive  nothing  if 
not  the  full  legal  wage?  Shall  the  boy,  or  even  a  young  lawyer 
just  entering  an  office,  be  forbidden  to  receive  the  small  stipend  of 
the  preparatory  period? 

Suppose  it  were  required  by  law  to  pay  shopgirls  $8.00  a  week 
instead  of  $5.00  on  the  ground  that  the  insufficient  $5.00  leads  to 
vice:  then,  since  no  ordinary  business  would  pay  $8.00  unless  it 
were  earned,  those  who  did  not  earn  $8.00  would  inevitably  be 
dropped  from  employment  without  even  the  help  of  $5.00  to  save 
them.  If  $5.00  is  no  protection  from  vice,  how  much  less  is  no 
wage  at  all?  This  proposal  of  a  minimum  wage  is  directly  opposed 
in  practice  to  the  very  self-interest  of  the  girls  themselves. 

It  is  crass  to  try  to  remedy  wages  which  are  admittedly  too  low 
by  fixing  a  legal  minimum  wage,  which  can  never  be  enforced 
unless  private  business  establishments  are  to  be  regarded  as  state 
institutions.  In  a  state  factory,  wages  may  possibly  be  deter¬ 
mined  by  law,  but  not  in  open  competitive  business  conditions, 
where  the  supply  of  labor  has  as  much  influence  on  wages  as  the 
demand.  If  the  supply  of  women  wage-earners  converges  on  only 
certain  kinds  of  work,  wages  will  be  lowered  by  the  very  large 
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supply  of  the  workers.  There  is  no  exit  by  this  door  of  legal 
enactment  as  to  the  amount  of  wages. 

The  true  and  immediate  remedy  is  the  creation  of  ready  means 
by  which  the  industrial  capacity  of  the  wage-earning  women  will 
be  increased.  The  wrong  situation  —  of  which  low  wages,  pos¬ 
sible  starvation,  and  the  temptation  to  vice  are  only  symptoms  — - 
is  due  primarily  to  the  fact  that  women  thrown  on  their  own  re¬ 
sources  know  no  trade  and  crowd  each  other  in  the  market  for 
unskilled  labor.  The  remedy  lies  in  the  creation  of  places  of  in¬ 
struction  where  any  woman  (no  matter  how  poor)  shall  be  taught 
a  trade  and  have  skill  given  to  her  by  which  she  can  obtain  a 
living  wage. 

The  remedy  lies  in  preventing  a  congestion  of  unskilled  feminine 
labor  by  industrial  education.  There  is  no  other  rational  or  per¬ 
manent  or  human  way  out  of  the  present  wretched  situation,  if 
we  have  the  real  interest  of  the  workers  at  heart  and  are  not  in¬ 
terested  chiefly  in  getting  some  cheap  political  notoriety. 

This  conclusion  applies  to  men  as  well  as  to  women.  *  Is  not  a 
skilled  carpenter  worth  more  than  a  blunderer?  In  any  business, 
does  not  every  one  agree  that  it  is  fair  to  give  a  very  energetic, 
live,  active,  skillful  salesman  more  than  a  stupid?  If  he  is  skilled 
he  earns  more,  because  he  brings  in  more  business.  That  being 
settled  we  do  not  fix  his  wages  on  what  it  costs  him  to  live.  He 
has  a  right  to  spend  his  income  as  he  pleases.  Hence  if  we  were 
to  adopt  the  theory  of  the  minimum  wage  we  should  be  adopting 
a  new  theory  of  wages,  which  would  justify  the  refusal  to  pay 
higher  wages  based  on  efficiency. 

The  only  real  permanent  aid  to  low  wages  is  to  increase  the 
productivity  and  skill  of  the  persons  at  the  bottom.  Instead  of 
talking  of  such  injurious  palliatives  as  minimum  wages,  create 
institutions  at  once  where  those  persons  can  be  given  a  trade  or 
training  for  a  gainful  occupation.  The  cry  for  a  minimum  wage 
is  evidence  of  the  industrial  incapacity,  the  lack  of  producing 
power,  in  masses  of  our  people.  The  concrete  ways  of  increasing 
the  productive  power  of  each  man  and  woman  are  not  unknown. 
Moreover,  the  captain  of  industry  can  introduce  carefully 
worked  out  plans  for  helping  his  operatives  to  rise  in  life;  to  better 
conditions  by  welfare  work;  to  encourage  savings  and  thrift;  to 
introduce  the  stimulus  of  profit-sharing;  and  above  all,  establish 
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civil-service  methods  devised  to  pick  out  and  promote  the  pro¬ 
mising  youth  so  that  the  path  from  the  bottom  to  the  top  is  open 
to  every  employee.  Under  unrestricted  competition,  there  will 
be  seen  the  inevitable  results  of  “natural  monopoly”  by  which 
superiority  comes  to  its  own  and  wages  are  in  some  proportion  to 
productive  power. 

7.  The  Minimum  Wage  in  Operation  1 

England.  The  fixing  of  a  minimum  wage  by  law  —  making  it 
a  penal  offense  to  hire  labor  at  a  lower  rate  than  that  fixed  by  the 
law  —  is  now  an  accomplished  fact,  of  which  the  world  has  had 
half  a  generation  of  experience.  In  this  matter  of  the  legal 
minimum  wage  the  sixteen  years’  actual  trial  by  Victoria  is  full  of 
instruction.  Victoria,  which  is  a  highly  developed  industrial 
state,  of  great  and  growing  prosperity,  had  long  had  factory  laws, 
much  after  the  English  fashion.  In  1896,  largely  out  of  humani¬ 
tarian  feeling  for  five  specially  “sweated”  trades,  provision  was 
made  for  the  enforcement  in  those  trades  of  a  legal  minimum 
wage.  Naturally  this  was  opposed  by  all  the  arguments  with 
which  we  are  familiar  —  that  it  was  “against  the  laws  of  political 
economy,”  that  it  would  cause  the  most  hardly  pressed  businesses 
to  shut  down,  that  it  would  restrict  employment,  that  it  would 
drive  away  capital,  that  it  would  be  cruel  to  the  aged  worker  and 
the  poor  widow,  that  it  could  not  be  carried  out  in  practice,  and  so 
on  and  so  forth.  Naturally,  too,  all  sorts  of  criticisms  have  since 
been  leveled  at  the  administration  and  working  of  the  law;  and 
over  and  over  again  eager  opponents,  both  in  England  and  on  the 
spot,  have  hastened  to  report  that  it  had  broken  down.  But 
what  had  been  the  result?  In  the  five  sweated  trades  to  which 
the  law  was  first  applied  sixteen  years  ago,  wages  have  gone  up 
from  12  to  35  per  cent,  the  hours  of  labor  have  invariably  been 
reduced,  and  the  actual  number  of  persons  employed,  far  from 
falling,  has  in  all  cases,  relatively  to  the  total  population,  greatly 
increased.  Thus  the  legal  minimum  wage  does  not  necessarily 
spell  ruin,  either  for  the  employers  or  for  the  operatives.  But,  of 
course,  it  is  open  to  any  theorist  to  urge  that  we  do  not  know 

1  From  “The  Economic  Theory  of  a  Legal  Minimum  Wage,”  by  Sidney  Webb, 
in  the  Journal  oj  Political  Economy,  vol.  20,  1912.  University  of  Chicago  Press, 
publishers. 
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how  much  better  off  these  trades  might  have  been  without  the 
Act.  The  only  test  here  is  what  the  people  say  who  are  directly 
concerned,  who  see  with  their  own  eyes  the  law  actually  at  work, 
and  who  are  forced  daily  to  compare  the  trades  to  which  it  applies 
with  those  to  which  it  does  not  apply.  First,  let  us  notice  that 
the  Act  of  1896  (like  the  British  Trade  Boards  Act  of  1909)  was 
only  a  temporary  one.  It  has  during  the  past  sixteen  years  been 
incessantly  discussed;  it  has  been  over  and  over  again  made  the 
subject  of  special  inquiry;  it  has  been  repeatedly  considered  by  the 
Legislature;  and,  as  a  result,  it  has  been  five  successive  times  re¬ 
newed  by  consent  of  both  Houses.  Can  it  be  that  all  this  is  a 
mistake?  Still  more  convincing,  however,  are  the  continuous 
demands  from  the  other  trades,  as  they  witnessed  the  actual 
results  of  the  legal  minimum  wage  where  it  was  in  force,  to  be 
brought  under  the  same  law. 

Provision  is  made  for  this  extension  by  resolutions  which  have 
to  be  passed  by  both  Houses  of  the  Legislature.  The  first  trades 
to  which  the  law  was  applied  were  those  of  bootmaking  and  bak¬ 
ing  (employing  mainly  men),  clothing,  shirts,  and  underclothing 
(employing  mainly  women),  and  the  very  troublesome  furniture 
trade,  in  which  the  Chinese  have  gained  a  secure  footing.  It 
naturally  took  some  time  to  get  the  law  to  work,  to  overcome  the 
inevitable  difficulties  and  to  demonstrate  any  results.  Accord¬ 
ingly  for  four  years  there  was  no  extension.  In  1900,  however, 
we  had  the  brickmakers  coming  in,  and  the  butchers,  the  cigar 
makers  and  the  confectioners,  the  coopers  and  the  engravers,  the 
fellmongers,  the  jewelers,  and  the  jam  trade,  the  makers  of  millet 
brooms  and  the  pastrycooks,  the  plate  glass  manufacturers  and 
the  potters,  the  saddlers  and  the  tanners,  the  tinsmiths  and  the 
wood-workers,  the  woolen  manufacturers  and,  perhaps  most 
significant  of  all,  the  strongly  organized  printers,  including  the 
compositors  in  the  great  newspaper  offices.  In  the  following 
year  (1901),  so  far  from  there  being  any  signs  of  repentance,  there 
was  an  equal  rush  of  extensions  of  the  law  to  industries  of  all 
kinds  —  the  aerated  water  makers  and  the  manufacturers  of 
artificial  manure,  brass-workers  and  the  bedstead  makers,  the 
brewers  and  the  brush-workers,  the  ironmoulders  and  the  makers 
of  leather  goods,  the  malsters  and  the  oven  makers,  the  stone¬ 
cutters  and  the  workers  in  wicker.  For  three  years  there  was 
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then  a  pause,  the  legal  minimum  wage  being  only  demanded  by 
and  extended  to  the  dressmakers  in  1903.  In  1906  came  another 
rush  of  trades,  the  agricultural  implement  makers,  the  cardboard 
box  makers,  the  candle  makers,  the  cycle  trade,  the  farriers  and 
the  flour  millers,  the  milliners  and  the  paper  bag  makers,  the 
manufacturers  of  starch,  soap,  and  soda,  and  the  makers  of  water¬ 
proof  clothing.  In  the  following  year  (1907),  only  the  glass- 
workers  and  the  picture  frame  makers  came  in.  The  year  1908 
saw  the  application  of  the  law  to  the  bread  carters,  the  hair¬ 
dressers,  the  manufacturers  of  ice  and  the  wire- workers.  In  1909 
it  was  extended  to  the  carpenters,  the  carriage  builders,  the 
carters,  the  drapers,  the  electro-platers,  the  grocers,  the  ham  and 
bacon  curers,  the  dealers  in  coal,  wood,  hay  and  chaff,  the  makers 
of  men’s  clothing,  the  organ  builders,  the  painters,  the  manu¬ 
facturers  of  polish,  the  plumbers,  the  quarrymen,  the  makers  of 
rubber  goods,  and  that  mysterious  craft  the  tuck-pointers.  Dur¬ 
ing  1910  there  came  in  the  boiler  makers,  the  boot  makers,  the 
bricklayers,  the  coal  miners,  the  electrical  engineers,  the  factory 
and  mining  engine  drivers,  the  gold  miners,  the  hardware  makers 
and  the  hotel  employees,  the  marine-store  dealers,  the  plasterers, 
the  stationers,  the  teapackers,  the  tilers,  the  watchmakers,  the 
slaughterers  for  export,  the  undertakers  and  even  the  lift  attend¬ 
ants.  What  occupations  were  left  to  come  in  during  1911  and 
1912  I  do  not  yet  know. 

Now,  in  this  remarkable  popular  demonstration  of  the  success 
of  the  Act,  tested  by  the  not  inconsiderable  period  of  sixteen 
years,  extending  over  years  of  relative  trade  depression  as  well 
as  over  years  of  boom,  some  features  deserve  mention.  First,  the 
extensions  have  frequently  —  indeed,  it  may  be  said  usually  — 
taken  place  at  the  request,  or  with  the  willing  acquiescence,  of 
the  employers  in  a  trade,  as  well  as  of  the  wage-earners.  What 
the  employers  appreciate  is,  as  they  have  themselves  told  me,  the 
very  fact,  that  the  minimum  wage  is  fixed  by  law  and  therefore 
really  forced  on  all  employers:  the  security  that  the  Act  accord¬ 
ingly  gives  them  against  being  undercut  by  the  dishonest  or  dis¬ 
loyal  competitors,  who  simply  will  not  (in  Victoria  as  in  the  Port 
of  London)  adhere  to  the  common  rules  agreed  upon  by  collective 
bargaining.  We  must  notice,  too,  that  the  application  of  the  law 
has  been  demanded  bv  skilled  trades  as  well  as  by  unskilled,  by 
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men  as  well  as  by  women,  by  highly  paid  craftsmen  and  by 
sweated  workers,  by  the  strongly  organized  trades  as  well  as  by 
those  having  no  unions  at  all.  One  is  tempted,  indeed,  to  believe 
that  little  remains  now  outside  its  scope  except  the  agricultural 
occupations  and  domestic  service!  Nor  can  it  be  said  to  be  con¬ 
fined  to  industries  enjoying  a  protective  tariff,  for  there  are  no 
import  duties  to  shield  the  gold  miners,  or  the  quarrymen,  or  the 
slaughterers  for  export;  and  no  fiscal  protection  helps  the  carters 
or  the  butchers,  the  drapers’  assistants  or  the  engine  drivers,  the 
newspaper  printers  or  the  potters,  the  grocers  or  the  hairdressers, 
the  hotel  employees  or  the  lift  attendants.  And  it  is  difficult  to 
believe  that  the  enforcement  of  a  legal  minimum  wage  in  all  these 
hundred  different  industries,  employing  110,000  persons  (being, 
with  their  families,  more  than  a  quarter  of  the  entire  population 
of  the  state),  has  interfered  with  the  profitableness  of  industry, 
when  the  number  of  factories  has  increased,  in  the  sixteen  years, 
by  no  less  than  60  per  cent,  and  the  numbers  of  workers  in  them 
have  more  than  doubled.  Certainly,  no  statesman,  no  economist, 
no  political  party  nor  any  responsible  newspaper  of  Victoria,  how¬ 
ever  much  a  critic  of  details,  ever  dreams  now  of  undoing  the 
Minimum  Wage  Law  itself. 

Since  the  publication  of  the  foregoing  article  in  1912,  an  ex¬ 
pansion  of  minimum-wage  legislation  has  occurred  which  must  be 
taken  into  account  in  any  effort  to  grasp  the  extent  to  which  this 
device  is  now  employed.  The  following  summary  of  develop¬ 
ments  in  Great  Britain  and  the  United  States  since  1912  should  be 
read  in  conjunction  with  that  of  Mr.  Webb. 

In  that  very  year  a  disastrous  strike  paralyzed  the  British  coal 
industry.  The  miners  were  frankly  dissatisfied  with  their  con¬ 
ditions;  among  their  demands  they  insisted  upon  a  flat  rate 
weekly  minimum  wage.  Previous  to  this  time  the  minimum  wage 
had  been  a  device  used  primarily  in  the  sweated  industries;  now 
the  Government  was  forced,  by  the  exigencies  of  the  situation,  to 
yield  so  far  as  to  establish  by  legal  enactment  representative  dis¬ 
trict  boards  to  fix  minimum  wages  and  other  working  conditions. 
This  act  did  not  prove  so  useful  in  practice  as  had  been  hoped,  but 
it  certainly  showed  that  workers  in  a  well-organized  industry  were 
not  averse  to  supplementing  their  own  strength  in  this  manner. 

During  the  Great  War  it  was  of  course  necessary  to  make  nu¬ 
merous  adjustments  in  the  various  awards  for  the  nine  sweated 
trades  dealt  with  under  the  original  Act;  these  increases  did  not? 
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as  a  rule,  keep  pace  with  the  rising  cost  of  living.  In  19x7  and 
1918  the  Act  was  extended,  both  to  improve  conditions  at  the 
time,  and  to  aid  in  stabilizing  wages  during  the  transition  from 
war  to  peace.  The  1918  Act  applied  to  various  industries;  it  pro¬ 
vided  speedier  action  and  also  greater  flexibility.  In  the  first 
place,  boards  might  be  formed  wherever  wages  were  “unduly 
low,”  rather  than  in  those  cases  only  where  wages  were  “excep¬ 
tionally  low,”  as  formerly.  The  formation  of  these  boards  pro¬ 
ceeded  rapidly,  after  the  termination  of  the  war,  and  by  the  end  of 
1920  twenty-five  additional  industries  were  represented.  These 
were:  aerated  waters;  boot  and  shoe  repairing;  brush  and  broom; 
button-making;  coffin  furniture;  corset;  dressmaking  and  women’s 
light  clothing;  flax  and  hemp;  fur;  general  waste  reclamation;  gro¬ 
cery  and  provisions;  hair,  bass,  and  fiber;  hat,  cap,  and  millinery; 
jute;  laundry;  linen  and  cotton  handkerchief  and  household  goods, 
and  linen  piece  goods;  milk  distribution;  paper  bag;  perambulator 
and  invalid  carriage;  pin,  hook  and  eye,  and  snap  fastener;  rope, 
twine,  and  net;  stamped  and  pressed  metal  ware;  tobacco;  toy; 
and  wholesale  mantle  and  costume.  Notice  had  also  been  given 
that  special  orders  were  to  be  applied  to  still  more  trades;  viz: 
boot  and  shoe  polish;  hairdressers;  sack  and  bag;  fish,  poultry, 
and  game  distribution;  fruit,  flower,  and  vegetable  distribution; 
made-up  textiles;  and  ostrich  and  fancy  feather  and  artificial 
flower  trade. 

The  other  Act,  chronologically  preceding  that  of  1918,  was  the 
Corn  Production  Act  of  1917,  which  provided,  among  other 
things,  for  minimum  rates  among  agricultural  workers.  Rates 
were  fixed  by  law,  subject  to  local  variations  by  representative 
“agricultural  wage  boards.”  By  the  end  of  1919  the  boards  had 
fixed  minimum  wages  for  men,  women,  and  children,  throughout 
practically  all  of  England  and  Wales. 

In  the  United  States  the  status  of  minimum-wage  legislation  is 
less  extensive;  however,  the  year  1920  saw  minimum-wage  laws 
in  operation  in  thirteen  States,  as  well  as  the  District  of  Columbia 
and  Porto  Rico.  In  three  States,  California,  Ohio,  and  Nebraska, 
special  provision  is  made  in  the  state  constitution  for  such  legis¬ 
lation,  although  California  alone  had  taken  advantage  of  it. 

Minimum-wage  legislation  in  the  United  States  has  been  limited 
almost  entirely  to  women  and  minors.  There  are  several  reasons 
for  this.  One  is  the  inflexibility  of  our  written  constitutions, 
which  not  infrequently  impose  obstacles  to  the  passage  of  such  a 
law,  or  at  least  to  any  extension  of  the  principle.  It  is  possible 
to  care  for  the  women  and  children  under  the  police  power  of  the 
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State,  because  of  the  evident  inability  of  this  class  of  workers  to 
protect  themselves.  But  men  are  not  so  regarded.  Nor  do  they 
wish  to  be,  as  most  of  the  labor  organizations  feel  that  they  can 
obtain  better  wages  by  their  own  efforts  than  any  legislation 
could  get  for  them.  In  this  they  are  not  mistaken. 

In  brief,  then,  minimum-wage  laws  in  the  United  States  have 
never  been  regarded  as  anything  more  than  a  remedy  for  excep¬ 
tional  conditions;  when  enacted,  they  have  sought  to  provide  only 
a  bare  subsistence  wage  for  those  who  were  not  receiving  it. 
There  is  some  indication  of  a  broadening  of  this  viewpoint,  as 
evidenced  by  an  unsuccessful  bill  introduced  into  the  Wisconsin 
Legislature  in  1919,  which  would  have  extended  the  minimum 
wage  to  men;  this  failed  by  a  small  margin.  It  remains  to  be 
seen  whether  the  natural  and  legal  difficulties  which  this  country 
presents  to  such  legislation  will  prevent  the  general  extension  oi 
the  minimum  wage  or  merely  retard  it. 


CHAPTER  V 
HOURS  OF  LABOR 
i.  Problem  of  Hours 

Conflict  of  interest.  The  problem  of  the  length  of  the  working- 
day  began  to  attract  public  attention  early  in  the  progress  of  the 
Industrial  Revolution,  and  still  remains  one  of  the  points  of  con¬ 
flict  in  the  field  of  industrial  relations.  With  the  passage  of  time, 
however,  the  emphasis  has  shifted  from  the  solution  of  the  pro¬ 
blem  in  the  interests  of  women  and  children  by  public  action,  to 
the  attempts  of  organized  male  workers  to  solve  the  problem  for 
themselves  through  their  own  bargaining  power.  A  century  of 
agitation  for  the  shorter  working-day,  carried  on  by  the  public 
reformer  and  the  trade  union,  has  brought  to  light  two  aspects 
of  the  problem  which  are  of  importance  to  the  social  student. 

In  the  first  place,  the  long  struggle  to  limit  hours  of  work  for 
women  and  children  has  made  it  clear  that  the  length  of  the  work¬ 
day  is  one  of  the  phases  of  our  economic  activity  in  which  in¬ 
dividual  self-interest  and  the  welfare  of  society  do  not  always 
coincide.  During  the  earlier  stages  in  the  development  of  the 
modern  industrial  order,  most  men  who  gave  thought  to  the 
matter  believed  that  society  as  a  whole  would  prosper  most  com¬ 
pletely  if  its  members  were  left  free  to  pursue  their  own  profit  by 
any  means  which  commended  themselves  to  their  intelligence. 
Division  of  labor  had  brought  it  to  pass  that  the  individual  could 
serve  himself  by  serving  others;  hence  a  maximum  of  zeal  in  pur¬ 
suit  of  personal  advantage  must  result  in  a  maximum  of  social 
welfare.  So  ran  the  logic  of  laissez  faire.  But  it  was  soon  dis¬ 
covered  that  this  reliance  upon  the  profit  motive  was  likely  to 
betray  the  social  interest  at  two  points.  On  the  one  hand,  in 
respect  of  a  great  many  services  of  vital  importance  to  society, 
the  profit  to  the  individual  might  be  too  small  to  induce  any  man 
to  render  the  service.  The  lighthouses,  hospitals,  public  schools, 
and  many  other  institutions  of  similar  importance  in  terms  of 
social  welfare  are  examples  of  types  of  service  which  would  either 
not  be  performed  at  all  by  private  initiative,  or  would  be  supplied 
in  inadequate  quantity.  In  such  cases  the  spur  of  private  profit 
must  be  supplemented  by  collective  action  if  society  as  a  whole  is 
to  prosper.  On  the  other  hand,  and  at  the  opposite  extreme,  there 
are  fields  of  activity  in  which  the  spur  of  immediate  private  profit 
is  too  strong  to  serve  the  long-run  interests  of  the  group.  The 
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temptation  of  the  individual  to  reap  the  maximum  advantage  in 
the  present  may  induce  him  to  employ  means  which  impoverish 
future  generations  of  the  community.  In  America  we  have  been 
made  familiar  with  this  menace  through  the  movement  to  con¬ 
serve  our  natural  resources.  Long,  exhausting  hours  of  labor, 
especially  for  women  and  children  —  though  sometimes,  also,  in 
the  case  of  men  —  are  another  example  of  this  conflict  between 
individual  and  social  interest.  In  such  cases  the  exercise  of 
private  initiative  must  be  restricted  by  the  establishment  of  col¬ 
lective  standards. 

Legal  restriction  of  hours  of  labor  for  children  has  always 
implied  the  truth  of  this  statement  that  individual  and  social 
interest  do  not  coincide.  These  laws  usually  appear  in  conjunc¬ 
tion  with  provisions  for  the  compulsory  education  of  children 
below  certain  ages  and  are  intended  to  prevent  the  employer’s  in¬ 
terest  in  cheap  labor  and  the  selfishness  of  parents  from  nullifying 
the  efforts  of  society  to  insure  a  minimum  standard  of  intelligence 
in  the  rising  generation.  That  this  is  an  appropriate  exercise  of 
the  sovereign  power  of  the  State  has  never  seriously  been  ques¬ 
tioned;  the  “constitutionality”  of  these  laws  —  to  employ  the 
term  most  frequently  used  in  the  United  States  —  is  unchallenged, 
so  far  as  concerns  the  legislation  of  the  several  States  of  the  Union. 
Similar  attempts  to  shorten  the  working-day  for  women,  or  to 
prohibit  labor  at  certain  specific  hours  when  the  hazards  to  the 
morals  and  health  of  the  workers  were  most  serious,  have  had  to 
win  their  way  against  the  assumption  of  the  courts  that  adults 
are  the  best  judges  of  their  own  interests.  As  long  as  these  laws 
were  based  upon  an  acknowledged  desire  to  benefit  the  women  to 
whom  they  applied,  they  were  in  general  declared  unconstitu¬ 
tional.  As  soon,  however,  as  their  protagonists,  recognizing  the 
conflict  between  social  and  individual  interest  of  which  we  have 
spoken,  began  to  base  their  argument  on  considerations  of  public 
health,  morals,  and  safety,  and  to  call  for  an  exercise  of  the  police 
power  of  the  State,  reasonable  limitation  of  the  working-day  for 
women  won  the  approval  of  the  courts.  To-day  these  laws 
frankly  disclaim  the  motive  of  conferring  benefit  upon  any  section 
of  the  population  and  rest  their  case  solely  on  the  grounds  of  the 
long-run  welfare  of  society  as  a  whole. 

Hours  laws  for  child  workers.  “To-day  there  is  general  agree¬ 
ment  that  legislation,  at  the  very  least,  besides  keeping  children 
under  fourteen  out  of  the  factory  and  in  the  schoolroom,  should 
prevent  night  work  by  all  boys  and  girls  under  sixteen  and  limit 
their  working  hours  to  eight.  Beginning  with  Illinois  in  1903,  this 
standard  has  been  reached  by  about  half  the  States,  including  the 
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majority  of  those  of  industrial  importance.  Of  the  remaining 
States,  about  half  have  nine-hour  laws  for  children  and  the  rest 
allow  a  work-day  of  ten  hours  or  more.  In  some  of  the  Southern 
cotton-mill  States,  however,  it  is  legal  for  children  to  work  at  night 
and  eleven  hours  a  day,  and  such  poor  laws  as  exist  are  reported 
not  to  be  well  enforced.  All  but  five  States  had  laws  limiting  the 
daily  or  weekly  hours  for  women  at  the  beginning  of  1922.  The 
ten-hour  day  was  still  the  most  frequent,  but  the  eight-hour  day 
was  in  force  in  nine  Western  States,  the  District  of  Columbia  and 
Porto  Rico,  and  a  nine-hour  day  in  more  than  a  dozen  of  the  re¬ 
maining  States,  including  the  important  industrial  areas  of  New 
York,  Ohio  and  Missouri.  A  few  States  have  daily  limits  of  from 
ten  and  a  quarter  to  twelve  hours.  Most  States  fixed  weekly  as 
well  as  daily  limits,  which  varied  from  forty-eight  to  sixty  hours.” 

Limitation  of  hours  of  male  workers.  In  connection  with  this 
phase  of  the  problem  of  hours  of  labor  it  is  in  point  to  note  that  the 
same  considerations  of  social  interest  may  justify  forcible  limita¬ 
tion  of  the  working  day  for  men  in  specific  industries.  Employers 
are  wont  to  attack  the  program  for  the  limitation  of  hours  in  their 
enterprises  by  asserting  that  “the  men,  themselves,  prefer  the 
longer  day.”  But  this  argument  is  not  impressive,  even  when 
the  truth  of  the  statement  can  be  granted.  The  worker,  no  less 
than  the  employer,  may  pursue  immediate  gain  to  a  point  de¬ 
trimental  to  social  welfare.  This  fact  has  been  recognized  in 
connection  with  industries  peculiarly  affected  with  public  interest 
and  those  in  which  the  hazard  to  the  worker  is  especially  great. 

“With  railroad  employees,  excessive  hours  mean  not  only 
danger  to  their  own  health  and  safety,  but  also  a  greater  risk  of 
accidents  which  may  endanger  the  lives  and  property  of  passen¬ 
gers.  Almost  every  State  in  the  Union,  as  well  as  the  United 
States  for  interstate  employees,  has  placed  hour  restrictions  on 
two  classes  of  railroad  workers  —  firemen,  engineers,  conductors 
and  others  engaged  in  actual  handling  of  trains,  and  those  who 
direct  train  movements,  such  as  telegraphers,  and  train  dis¬ 
patchers.  For  those  handling  trains,  sixteen  hours,  to  be  followed 
by  at  least  eight  or  ten  hours’  rest,  is  generally  set  as  the  limit  of  a 
day’s  work.  Telegraphers  may  be  restricted  to  eight  hours  under 
a  three-shift  system  if  employment  is  continuous,  or  at  small 
stations  to  twelve  or  thirteen  hours  followed  by  a  rest  period  of 
eight  or  ten  hours.  But  the  necessary  permission  to  work  over¬ 
time  in  ‘emergencies’  leaves  a  loophole  through  which  these  laws 
may  be  evaded.  . . .  About  a  dozen  States  have  scattering  laws 
affecting  men’s  hours  in  other  special  lines  of  work.  Laundries, 
electric  plants,  firing  of  stationary  boilers,  cement  mills,  sawmills. 
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brickyards,  and  drug  and  grocery  stores,  have  all  appeared  to 
some  legislators  to  demand  special  protection  against  the  dangers 
of  overwork.  .  .  .  The  eight-hour  day  in  mines,  where  dangers  to 
health  and  safety  are  many,  has  been  secured  by  law  in  most  of  the 
important  mining  States.” 

Attitude  of  labor.  Legal  restriction  of  the  work-day  illustrates 
the  need  of  collective  action  to  set  bounds  to  the  exercise  of  indi¬ 
vidual  initiative  in  cases  where  personal  and  social  interests  cress. 
This  consideration,  however,  does  not  entirely  cover  the  modern 
problem  of  the  hours  of  labor;  for  the  great  mass  of  male  workers 
in  America  have  not  sought  the  aid  of  the  law  in  their  efforts  to 
shorten  the  work-day,  nor  have  they  limited  their  demands  to 
occupations  clearly  affected  with  a  public  interest.  On  the  con¬ 
trary,  at  the  present  time  it  is  the  practice  of  organized  labor  to 
press  the  demand  for  a  reduction  of  hours  whenever  and  wherever 
it  feels  strong  enough  to  do  so.  For  a  full  half-century,  the  eight- 
hour  day  was  the  goal  of  the  organized  workers,  and  this  in  respect 
of  all  types  of  occupation  regardless  of  the  menace  to  health  and 
safety  or  the  general  welfare.  Having  won  this  concession  in 
many  industries,  the  more  aggressive  unions  are  now  attempting 
to  move  forward  to  the  forty-four-hour  week;  while  at  least  one 
group  —  the  mine-workers  —  has  set  the  six-hour  day  as  its  goal. 
The  motive  power  behind  this  incessant  struggle  for  a  shorter  day 
is  clearly  not  to  be  explained  on  the  same  principles  as  those  we 
have  been  discussing  with  reference  to  legal  restriction  of  hours. 

The  demand  of  organized  labor  for  a  reduction  of  hours  must  be 
viewed,  in  part,  as  a  means  toward  the  solution  of  an  apparently 
unrelated  problem  of  the  wage-earner  —  the  problem  of  unem¬ 
ployment.  The  reasoning  behind  this  policy  is  often  defined  as 
the  “lump  of  labor  theory.”  Leaders  of  the  labor  movement  who 
are  given  at  all  to  theorizing  in  broad  general  terms  have  some¬ 
times  reached  the  conclusion  that  there  is  in  society  at  any  given 
time  only  a  certain  fixed  quantity  of  work  to  be  done,  and  that 
this  work  must  be  parceled  out  among  the  whole  body  of  men 
who  are  seeking  employment.  In  this  view  of  the  matter,  unem¬ 
ployment  results  from  an  exhaustion  of  the  quantity  of  work  to 
be  done,  or,  in  common  parlance,  by  the  wage-earner’s  “working 
himself  out  of  a  job.”  Such  reasoning  lends  support  to  many  of 
the  “make-work”  fallacies  of  the  laboring  population.  With 
especial  reference  to  the  matter  we  are  considering,  it  leads  to  the 
conviction  that  a  shortening  of  the  work-day  for  all  those  employed 
will  provide  jobs  for  men  who  otherwise  would  not  be  employed  at 
all.  Workingmen  who  are  not  at  all  given  to  theorizing  reach  a 
similar  conclusion  by  a  more  direct  and  “common-sense”  route. 
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To  the  man  of  average  intelligence  there  seems  to  be  no  moral  or 
economic  justification  for  a  state  of  affairs  in  industry  which  keeps 
one  group  at  long  hours  of  labor  while  others  are  forced  to  remain 
idle.  It  must  be  admitted  that  this  device  of  limiting  hours  is  not 
without  its  merits  as  a  remedy  for  the  problem  of  unemployment 
peculiar  to  some  kinds  of  industry.  Those  occupations  which 
suffer  particularly  from  seasonal  fluctuations  may  be  stabilized  to 
some  degree  by  the  refusal  of  the  workers  to  supply  the  extra  labor 
required  during  the  rush  season.  In  the  clothing  trades,  the 
forty-four-hour  week  accompanied  by  a  refusal  to  work  overtime 
or  on  holidays,  provided  it  is  rigidly  enforced,  must  have  the  effect 
of  compelling  the  enterprisers  to  devise  means  of  attaining 
greater  continuity  in  the  volume  of  production.  Similarly,  the 
demand  for  the  six-hour  day  by  the  miners  is  intended  primarily  to 
stabilize  employment  in  an  industry  which  suffers  severely  from 
seasonal  fluctuations. 

But  the  shorter  day  in  the  program  of  organized  labor  is  not 
merely  a  means  toward  an  end;  it  is  an  end  in  itself.  The  attempt 
to  reduce  hours  for  the  sake  of  increasing  the  amount  of  leisure 
time  at  the  disposal  of  the  wage-earner  is,  in  reality,  a  phase  of  the 
relative  prosperity  of  modern  industrial  workers.  High  wages 
cause  the  worker  to  raise  his  standard  of  life;  and,  especially,  to 
add  to  the  range  of  his  wants  those  physical  satisfactions  which 
are  available  only  to  one  released  from  the  drudgery  of  routine 
duties.  That  this  preference  for  leisure  as  compared  with  a  higher 
money  income  is  so  widespread  among  the  wage-earners  of  modern 
society  as  to  create  an  almost  universal  drive  for  a  shorter  work¬ 
day,  brings  to  light  another  aspect  of  our  industrial  order  —  the 
second  of  the  considerations  of  fundamental  importance  with 
which  we  opened  this  discussion  of  hours. 

The  truth  is  that  the  productive  life  of  the  propertyless  man  in 
the  industrial  structure  as  it  is  now  organized  is,  on  the  whole,  a 
thing  of  almost  intolerable  monotony  and  dreariness.  The  in¬ 
cessant  repetition  of  a  meaningless  process;  the  almost  military 
discipline  of  the  factory;  the  total  absence  of  interest  in  either  the 
product  or  the  fortunes  of  the  enterprise,  combine  to  thwart  and 
stifle  any  desire  for  self-expression,  any  urge  toward  impressing 
his  personality  upon  his  social  environment,  which  the  worker 
might  have.  The  hours  spent  in  the  factory  are  a  period  of  servi¬ 
tude  in  the  interest  of  a  taskmaster;  the  job  is  the  property  of 
another,  as  is  the  product;  the  giving  of  orders,  the  planning  and 
direction  of  the  venture  are  prerogatives  in  which  the  worker  does 
not  share.  Too  often  that  minute  portion  of  the  entire  process  on 
which  he  is  engaged  makes  no  appeal  to  his  standards  of  workman- 
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ship  and  contributes  nothing  to  his  sense  of  the  artistic.  This  is 
the  background  of  the  wage-earner’s  attitude  toward  his  employei 
and  his  job.  No  one  can  hope  to  understand  labor  psychology 
who  does  not  approach  the  problem  with  an  appreciation  of  this 
fact,  for  it  colors  the  wage-earner’s  thinking  and  shapes  his  policy 
in  regard  to  all  phases  of  industrial  relations.  His  struggle  to 
reduce  his  hours  of  service  is  but  one  symptom  of  this  underlying 
condition;  to  the  student  of  society,  this  is  the  chief  significance 
of  the  demand  for  the  shorter  day  on  the  part  of  organized  work¬ 
ingmen. 

2.  Union  Scale  op  Hours  1 


1907. 

1908 

1909 

1910 

1911 

1912 

1913 

1914 

1915 

1916 

1917 

1918 

1919 

1920 

1921 


Index  Numbers 

Union  Wage-Rates  and  Hours  of  Labor 
1907-1921 


Rate 
per  Hour 

Hours 
per  Week 

Full-time 

Wages  per 
Week 

.  100 

100 

100 

IOI 

100 

IOI 

102 

99 

102 

.  105 

99 

104 

.  107 

98 

i°S 

IOQ 

98 

107 

.  Ill 

97 

109 

.  114 

97 

hi 

•  ns 

97 

112 

.  119 

96 

116 

.  127 

96 

123 

.  I48 

95 

142 

172 

92 

162 

222 

9i 

206 

.  229 

92 

211 

3.  The  Eight-Hour  Day  Defined  2 

Different  meanings  of  the  term.  Discussion  of  the  eight-hour 
day  is  characterized  by  much  vagueness  and  confusion  because  of 
the  different  senses  in  which  the  term  is  used.  The  phrase  has  no 
clearly  defined  or  universally  accepted  significance.  It  has  at 
least  three  separate  meanings: 

1.  A  straight  eight-hour  day  under  which  overtime  is  elimin¬ 
ated  or  even  prohibited,  except  in  extraordinary  emergency. 

1  From  United  States  Bureau  of  Labor  Statistics,  Bulletin  302,  Wages  and  Hours 
of  Labor.  1921. 

*  From  Research  Report  No.  xi  of  the  National  Industrial  Conference  Board. 
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a.  An  eight-hour  shift  with  three  work  periods  daily  of  eight 
hours  each  for  as  many  different  sets  of  workers.  This 
arrangement  may  extend  over  six  or  seven  days  of  the  week. 

3.  A  basic  eight-hour  day  in  which  eight  hours  is  made  the 
basis  or  measure  for  service  or  payment,  but  under  which 
overtime  is  permitted. 

These  definitions  reveal  the  distinctions  which  exist  between 
the  different  meanings  of  the  so-called  eight-hour  day.  When  the 
straight  eight-hour  day  is  meant,  overtime  is  prohibited  and  the 
work-week  contains  forty-eight  hours  or,  if  a  Saturday  half  holiday 
is  observed,  only  forty-four  hours.  Under  the  eight-hour  shift 
system,  overtime  is  practically  eliminated  by  the  nature  of  the 
arrangement;  if  the  industry  operates  continuously  seven  days 
in  the  week,  the  work-week  totals  fifty-six  hours.  In  the  case  of 
the  basic  eight-hour  day,  the  nominal  work-week  may  consist  of 
forty-eight  or  forty-four  hours,  dependent  upon  the  observance  or 
non-observance  of  the  Saturday  half  holiday,  but  since  overtime 
is  permitted,  no  limit  is  imposed  on  the  number  of  actual  hours  per 
week. 

In  discussing  these  distinctions  it  should  be  recognized  at  the 
outset  that  a  “straight”  eight-hour  day  with  overtime  prohibited 
differs  from  a  “basic”  eight-hour  day  with  overtime  permitted, 
not  only  in  the  number  of  work-hours  but  also  in  principle.  This 
applies  equally  to  consideration  of  the  straight  forty-eight  hour 
week  and  the  basic  forty-eight  hour  week. 

The  eight-hour  day  in  its  rigid  sense  with  prohibition  of  over¬ 
time  is  founded  on  the  theory  that  such  limitation  of  work-hours 
is  demanded  on  grounds  of  health  and  social  advantage.  The 
contention  is  also  often  made  that  the  straight  eight-hour  day  is 
more  productive  than  a  longer  work-day.  With  these  underlying 
premises  for  limitation  of  hours  of  work,  overtime  is  inconsistent. 
Clearly,  if  the  health  of  the  worker  or  his  social  rights  demand  that 
he  shall  work  not  more  than  eight  hours  per  day,  permission  of 
overtime  labor,  except  in  extraordinary  emergency,  is  illogical. 
If  the  straight  eight-hour  day  is  really  more  productive  than  a 
longer  work-day,  overtime  is  absurd. 

The  social  grounds  on  which  the  eight-hour  day  is  advocated  do 
not  permit  of  precise  measurement.  The  factor  of  leisure  is 
clearly  not  adapted  to  statistical  evaluation.  In  regard  to  the 
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health  and  well-being  of  workers,  except  for  industries  subject  to 
peculiar  health  hazards  or  unusual  physical  or  mental  strain,  only 
vague  generalizations  are  available.  The  contention  that  a 
straight  eight-hour  day  increases  output  lends  itself  better  to  the 
test  of  definite  measurement,  but  clear  distinction  must  be  made 
between  hourly  output  and  total  weekly  output.  In  occupations 
where  hours  were  previously  unduly  long,  reduction  has  at  times 
been  followed  by  an  increase  in  hourly  output.  But  such  an  in¬ 
crease  frequently  does  not  mean  an  increase  or  even  maintenance 
of  total  weekly  output.  Obviously,  the  economic  result  of  the 
straight  eight-hour  day  must  be  ascertained  by  measuring  the 
total  production  achieved. 

Effects  of  straight  eight-hour  day.  The  straight  eight-hour  day 
has  been  brought  about  chiefly  by  legislation.  It  was  first  applied 
to  women  and  children;  later  it  was  extended  to  men  in  certain 
hazardous  occupations.  Still  later  it  was  made  applicable  to  em¬ 
ployees  on  public  works  or  contracts  for  the  State  and  last  tc 
certain  private  enterprises.  At  the  present  time  an  eight-houl 
day  is  established  by  law  in  many  of  the  States  to  govern  the  hours 
of  labor  of  men  and  women  in  public  employment,  or  in  private 
employment  on  contract  work  for  national,  state,  or  municipal 
governments.  Fourteen  States  enforce  the  eight-hour  day  for 
miners,  eight  States  enforce  it  for  men  employed  in  smelting 
operations.  Eleven  States  apply  it  to  men  in  certain  other  private- 
employments  most  of  which  involve  special  hazards. 

Federal  legislation  providing  for  an  eight-hour  day  in  certain 
government  contract  work  existed  prior  to  1892,  but  the  pro¬ 
visions  were  vaguely  worded  and  their  practical  application  was 
uncertain.  By  an  Act  of  August  1,  1892,  however,  Congress  de¬ 
finitely  adopted  the  principle  of  a  straight  eight-hour  day  for 
laborers  and  mechanics  employed  by  the  Government  or  con¬ 
tractors  or  sub-contractors  upon  public  works.  The  hours  of 
work  in  such  cases  were  definitely  limited  to  eight  in  any  calendar 
day,  except  in  case  of  extraordinary  emergency.  A  later  act  of 
June  19,  1912,  commonly  referred  to  as  the  Federal  Eight-Hour 
Act,  provided  for  the  insertion  in  certain  classes  of  government 
contracts  of  a  more  specific  condition.  No  laborer  or  mechanic 
was  to  be  required  or  permitted  to  work  upon  the  subject-matter 
of  such  contracts  more  than  eight  hours  in  any  calendar  day.  A 
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penalty  of  $6.00  a  day  for  each  mechanic  or  laborer  illegally  em¬ 
ployed  in  excess  of  such  hours  was  imposed.  The  eight-hour  day 
enforced  by  this  Act  was  a  straight  eight-hour  day. 

The  eight-hour  shift  system  is  in  accord  with  the  motive  of  the 
straight  eight-hour  day.  Essentially,  however,  it  is  an  arrange¬ 
ment  for  securing  greater  efficiency  in  production.  It  is  quanti¬ 
tatively  determined  by  the  fact  that  since  the  calendar  day  con¬ 
sists  of  twenty-four  hours,  the  only  practicable  choice  in  a  con¬ 
tinuous  industry  lies  between  two  shifts  of  twelve  hours  each  or 
three  shifts  of  eight  hours  each.  In  many  occupations  requiring 
continuous  activity  or  high  nervous  tension,  the  twelve-hour 
shift  has  proved  excessive;  hence  the  system  of  three  shifts  of 
eight  hours  each  has  been  adopted  as  the  only  alternative. 

This  system  does  not  involve  any  organized  overtime.  While 
its  adoption  may  be  based  in  part  on  the  same  grounds  as  are 
urged  for  the  straight  eight-hour  day,  it  is  a  product  of  industrial 
organization  and  not  of  legislative  enactment.  Its  effect  upon 
output  is  radically  different  from  that  of  the  straight  eight-hour 
day,  while  as  a  wage  measure  it  differs  from  the  basic  eight-hour 
day.  As  against  either  of  these  arrangements,  the  eight-hour 
shift  system  obviously  increases  total  production,  while  it  lessens 
production  cost  by  offsetting  the  burden  of  idle  machinery  and 
other  overhead  expense. 

Basic  eight-hour  day  a  wage  policy.  The  basic  eight-hour  day, 
on  the  other  hand,  is  essentially  a  wage  issue.  Eight  hours  of 
work  are  taken  as  a  convenient  standard  by  which  to  measure 
service,  any  hours  in  excess  of  these  in  a  calendar  day  being  paid 
for  as  overtime,  usually  at  higher  rates,  but  sometimes  on  a  pro¬ 
rata  basis. 

That  the  basic  eight-hour  day  is  primarily  a  matter  of  wages 
is  clearly  recognized  in  the  Adamson  Law,  which  provides  that 
“eight  hours  shall,  in  contracts  for  labor  and  service,  be  deemed 
a  day’s  work  and  the  measure  or  standard  of  a  day’s  work  for  the 
purpose  of  reckoning  the  compensation  for  services  of  all  employees.” 

The  phrase  “for  the  purpose  of  reckoning  compensation  for 
services”  obviously  means  that  this  legislation  relates  to  wages, 
while  the  fact  that  overtime  is  permitted  under  it  removes  the 
Act  from  the  category  of  legislation  primarily  designed  to  protect 
the  health  or  social  welfare  of  workers.  Its  effect  was  similar  to 
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its  intent.  The  railroads,  faced  with  the  alternative  of  changing 
their  methods  or  paying  for  overtime,  found  the  latter  policy  the 
cheaper,  especially  in  their  freight  service.  That  this  legislation 
is  recognized  as  a  matter  of  wages,  is  shown  by  the  report  of  the 
Eight-Hour  Day  Commission,  appointed  in  pursuance  of  the 
Adamson  Law  to  report  upon  the  operation  of  that  statute,  which 
states:  “the  same  payment  is  now  made  for  a  minimum  day  of 
eight  hours  as  was  formerly  made  for  a  minimum  day  of  ten 
hours.  .  .  .  The  increase  in  pay  which  the  observance  of  the  law 
brings  to  the  employee  is  chiefly  in  the  form  of  payment  for  more 
hours  of  overtime  at  an  increased  rate  per  hour.” 

The  practical  effect  of  this  legislation  was  to  make  overtime 
operative  at  the  end  of  an  eight-hour  period  without  generally 
shortening  hours  of  work.  The  wage  previously  paid  for  ten 
hours  of  daily  service  is  now  paid  for  eight  hours,  which  means,  of 
course,  an  increase  in  the  hourly  rate.  This  increased  hourly 
rate,  however,  applies  alike  to  regular  and  to  overtime  work; 
overtime  is  not  penalized  by  extra  rates. 

Even  clearer  evidence  that  the  basic  eight-hour  day  is  essen¬ 
tially  a  wages  matter  is  found  in  the  operation  of  the  Federal 
Eight-Hour  Act,  as  modified  to  meet  wartime  exigencies.  As  al¬ 
ready  shown,  the  Federal  Eight-Hour  Act  of  1912  provided  for 
a  straight  eight-hour  day  under  which  overtime  was  prohibited. 
But  the  war  altered  the  situation.  Because  of  the  enormous 
demands  on  production  the  Government  deemed  it  imperative  in 
many  instances  to  increase  hours  of  work.  Such  an  emergency 
was  clearly  contemplated  by  the  Act  itself,  which  contained  a 
provision  that  “The  President,  by  Executive  order,  may  waive  the 
provisions  and  stipulations  in  this  Act  as  to  any  specific  contract 
or  contracts  during  time  of  war  or  at  a  time  when  war  is  imminent, 
and  until  January  1,  1915,  as  to  any  contract  or  contracts  entered 
into  in  connection  with  the  construction  of  the  Isthmian  Canal.” 

As  originally  framed,  this  provision  simply  contemplated  the 
abandonment  of  the  eight-hour  limitation.  The  Naval  Appro¬ 
priation  Act  of  March  4,  1917,  however,  introduced  a  new  con¬ 
dition  defining  the  circumstances  under  which  such  suspension 
could  be  made.  It  provides :  “  That  in  case  of  national  emergency 
the  President  is  authorized  to  suspend  provisions  of  law  prohibit¬ 
ing  more  than  eight  hours  labor  in  any  one  day  of  persons  engaged 
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upon  work  covered  by  contracts  with  the  United  States;  provided 
further,  That  the  wages  of  persons  employed  upon  such  contracts 
shall  be  computed  on  a  basic  day  rate  of  eight  hours  work,  with 
overtime  rate  to  be  paid  for  at  not  less  than  time  and  one  half  for 
all  hours  work  in  excess  of  eight  hours.” 

The  practical  effect  of  the  insertion  of  this  provision  for  in¬ 
creased  overtime  rates  was  to  change  the  character  of  the  Federal 
Eight-Hour  Act  from  an  hours-of-service  to  a  wage  statute,  and  by 
legislation  to  introduce  the  basic  eight-hour  day  with  penal  rates 
for  overtime. 

Thus  in  the  Adamson  Law  and  in  the  modified  federal  eight- 
hour  statute,  the  terminology  of  the  legislation  shows  that  the 
basic  eight-hour  day  is  a  wage  question. 

Even  in  advance  of  legislation  on  this  subject,  some  employers 
had  already  voluntarily  applied  the  basic-day  principle  with  in¬ 
creased  rates  for  overtime.  Usually  this  plan  was  predicated  on 
a  work-day  of  nine  or  more  hours,  and  overtime  rates  were  from 
twenty-five  to  fifty  per  cent  higher  than  regular  rates. 

Increased  rates  for  overtime  are  obviously  designed  to  dis¬ 
courage  employers  from  resorting  to  it.  To  this  extent,  the  pro¬ 
vision  is  related  to  the  problem  of  health  and  social  relaxation. 
In  practice,  however,  these  penal  rates  have  proved  an  incentive 
to  overtime  work  by  the  employee  and  thus  tend  to  defeat  any 
desire  to  promote  his  health  or  increase  his  leisure.  Therefore, 
these  rates,  though  ostensibly  a  penalty  on  the  employer,  are  in 
reality  a  premium  to  the  employee.  So  far  as  such  an  incentive 
induces  the  worker  to  work  a  longer  day  than  is  justified  on  the 
grounds  of  health,  it  is  clearly  warranted  only  by  unusual  emer¬ 
gency.  In  such  cases  overtime  is  physically  undesirable,  and  over¬ 
time  rates  mean  extra  compensation  for  diminished  productivity. 
Furthermore,  experience  has  shown  that  the  overtime  rate  tends 
to  increase  the  amount  of  absenteeism  during  regular  hours,  for 
with  premium  overtime  rates  workers  can  earn  their  usual  wages 
in  shorter  time  and  are  thus  more  inclined  to  “lay  off.” 

As  an  illustration  of  these  effects,  a  study  of  20,000  shipyard 
workers  in  San  Francisco  during  April,  1918,  may  be  cited.  For 
a  group  of  over  3600  workmen  employed  at  a  wage  of  $5.80  per 
day,  working  under  the  basic  eight-hour  day  during  the  month  of 
April,  1918,  overtime  constituted  11.8  per  cent  of  the  total  hours 
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worked.  Nevertheless,  these  workers  lost  so  much  regular  time 
that,  even  when  their  overtime  was  taken  into  account,  they  were 
still  19.4  per  cent  behind  the  full  time  which  continuous  work  for 
the  regular  eight-hour  period  each  day  would  have  yielded.  Yet, 
by  working  at  double  rates  an  amount  of  overtime  equal  to  about 
one  half  of  the  total  regular  time  lost,  these  workmen  earned  99 
per  cent  of  the  wages  they  would  have  received  for  full-time 
regular  work.  Similarly,  in  the  case  of  over  5700  other  shipyard 
workers  engaged  at  $3.57  a  day,  25  per  cent  of  total  regular  time 
was  lost,  even  when  credit  was  given  for  all  overtime.  In  this 
instance,  however,  overtime  earnings  of  these  workers,  though  at 
double  rates,  made  up  only  49  per  cent  of  the  wages  lost  during 
regular  hours.  It  is  clear  that  these  men  were  not  using  the  pro¬ 
vision  of  the  basic  eight-hour  day  to  increase  either  their  own  total 
earnings  or  the  total  output  of  the  establishment;  it  simply  in¬ 
creased  the  cost  of  production  and  decreased  the  output. 

The  eight-hour  day,  whether  straight  or  basic  in  character, 
implies  as  a  corollary  a  certain  length  of  work-week.  The  straight 
eight-hour  day  naturally  leads  to  the  forty-eight-hour  week,  with 
eight  hours  of  work  for  six  days,  and  with  overtime  beyond  forty- 
eight  hours  prohibited  save  in  emergency.  The  practice  of  work¬ 
ing  only  half  a  day  on  Saturday  at  times  leads  to  a  compensating 
lengthening  of  hours  of  work  during  the  first  days  of  the  week  so 
as  to  offset  the  loss  on  Saturday.  But  where  the  Saturday  half 
holiday  is  coupled  with  the  straight  eight-hour  day  for  the  first 
five  days  of  the  week,  the  work-week  is  automatically  reduced  to 
forty-four  hours.  Where  the  Saturday  half  holiday  is  observed 
there  is  sometimes  a  sentiment  in  favor  of  entire  cessation  of  work 
on  that  day,  thereby  creating  a  nominal  forty-hour  week.  Thus, 
the  straight  eight-hour  day  in  combination  with  the  Saturday 
half  holiday  has  a  tendency  towards  a  five-day  week. 

The  basic  eight-hour  day  implies  a  nominal  forty-eight-hour 
or  forty-four-hour  week  according  to  whether  or  not  a  Saturday 
half  holiday  is  observed.  But  overtime  is  permitted  and  paid  for 
at  overtime  rates  if  the  work  on  any  day  extends  beyond  eight 
hours.  In  some  cases  overtime  rates  are  paid  for  Saturday  after¬ 
noon  work. 

In  contrast  with  the  basic  eight-hour  day,  granting  overtime 
rates  every  day  for  any  overtime  work  on  that  day  even  though 
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no  work  or  only  partial  work  is  done  on  subsequent  days,  the 
basic  forty-eight-hour  week  allows  overtime  rates  only  after  a 
total  of  forty-eight  hours  has  been  worked  during  the  week  at 
regular  rates.  Thus,  overtime  may  have  been  worked  on  one 
or  more  days,  but  if  an  equal  amount  of  time  has  been  taken  off 
on  other  days,  no  extra  allowance  for  overtime  will  be  made  at 
the  end  of  the  week.  To  prevent  any  day’s  work  being  unduly 
extended,  overtime  rates  are  sometimes  made  to  apply  to  each 
specific  day  when  overtime  beyond  a  certain  limit  is  required. 
Several  decisions  of  the  National  War  Labor  Board  contain  this 
provision. 

Contrast  between  two  concepts.  The  basic  forty-eight-hour 
week  differs  sharply  from  the  basic  eight-hour  day  in  principle. 
By  requiring  forty-eight  hours  of  work  before  overtime  rates  are 
paid,  it  robs  overtime  largely  of  its  premium  advantage.  For  the 
same  reason  it  lessens  the  incentive  to  the  worker  to  take  time  off 
unnecessarily.  In  consequence,  the  basic  forty-eight-hour  week 
tends  to  become  less  a  measure  for  adjusting  wages  than  one  for 
securing  efficiency. 

Clarity  in  discussion  of  the  eight-hour  day  issue  depends  ulti¬ 
mately  on  recognition  of  the  fundamental  distinction  between 
the  straight  and  the  basic  eight-hour  day.  Recognition  of  this 
difference  is  equally  essential  to  intelligent  discussion  of  the 
work-week.  Most  aspects  of  the  eight-hour  shift  system  also 
admit  of  similar  distinction. 

In  practice,  the  essential  difference  between  the  straight  eight- 
hour  day  and  the  basic  eight-hour  day  arises  in  connection  with 
overtime.  The  straight  eight-hour  day  under  no  circumstances 
encourages  overtime  and,  as  enforced  by  legislation,  prohibits  it. 
The  basic  eight-hour  day  allows  overtime,  under  penal  rates  which 
are  intended  to  discourage  it.  Their  practical  effect,  however,  is 
to  encourage  what  they  are  designed  to  prevent. 

In  principle  the  straight  eight-hour  day  is  a  matter  of  social 
policy  based  on  regard  for  the  health,  welfare,  and  leisure  of  the 
workers.  The  basic  eight-hour  day  is  a  measure  of  service  and 
reward.  The  former  regulates  hours  of  service,  the  latter  is  a 
form  of  wage  arrangement. 

This  essential  difference  is  in  a  measure  reflected  in  the  methods 
by  which  limitation  on  work-hours  has  been  brought  about.  Leg- 
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islation  has  been  the  most  general  method  for  the  introduction 
of  the  straight  eight-hour  day.  Such  legislation  has  usually  been 
promoted  by  those  who  give  weight  to  social  considerations,  while 
action  by  employers  or  by  labor  unions  has  generally  favored  the 
basic  day.  In  any  event,  labor  organizations  have  repeatedly 
opposed  legislative  limitation  of  hours  of  work  on  the  ground  that 
such  legislation  would  weaken  their  economic  strength.  Thus 
the  American  Federation  of  Labor,  at  its  conventions  in  1914  and 
1915,  defeated  resolutions  favoring  the  enforcement  of  a  straight 
eight-hour  day  by  law.  The  Adamson  law  for  railroad  employees 
providing  for  a  basic  eight-hour  day,  was,  on  the  other  hand, 
forced  by  the  demands  of  organized  labor. 

The  basic  eight-hour  day  with  premium  rates  for  overtime 
theoretically  and  practically  violates  the  principle  of  the  straight 
eight-hour  day.  The  laborer  who  demands  the  eight-hour  day  on 
grounds  of  recreation,  home  life,  and  intellectual  development, 
but  who  welcomes  overtime,  shows  that  to  him  the  eight-hour  day 
is  in  reality  a  question  of  earnings.  To  be  consistent,  advocates 
of  the  straight  eight-hour  day  should  oppose  the  basic  eight-hour 
day.  As  matters  stand  at  present,  the  social  need  for  recreation 
and  home  life  is  made  the  basis  for  a  provision  which,  instead  of 
shortening  hours,  merely  increases  wages.  The  straight  eight- 
hour  day  thus  becomes  a  fiction;  the  basic  eight-hour  day  becomes 
an  artificial  means  for  demanding  increased  compensation. 

4.  The  Case  for  the  Shorter  Work-Day  1 

The  case  for  the  shorter  work-day  may  be  outlined  under  three 
separate  aspects;  the  dangers  of  long  hours,  the  benefits  of  short 
hours,  and  the  economic  aspects  of  reducing  hours.  In  each  of 
these  phases  it  will  appear  that  a  work-day  of  reasonable  length 
is  desirable  and  advantageous. 

The  dangers  of  long  hours.  Science  teaches  that  immunity 
from  disease  is  due  chiefly  to  the  individual’s  adequate  power  of 
resistance.  Health  is  preserved  not  by  absence  of  exposure,  but 
by  the  power  of  resisting  the  ever-present  chances  of  disease. 

The  first  study  of  so-called  “occupational  diseases”  was  begun 
two  hundred  years  ago.  It  has  long  been  recognized  that  workers 

1  Adapted  from  Felix  Frankfurter  and  Josephine  Goldmark:  The  Case  for  the 
Shorter  Work-Day.  National  Consumers’  League. 
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in  certain  occupations,  clearly  subject  to  special  dangers,  succumb 
to  special  forms  of  disease  and  premature  death. 

Obviously,  workers  in  the  dangerous  trades  who  are  over¬ 
fatigued  and  exhausted,  are  more  readily  attacked  by  occupational 
diseases.  Fatigue  intensifies  all  the  special  dangers  and  lessens 
all  the  chances  of  escaping  the  peculiar  hazards  of  the  trade.  It 
was  formerly  supposed  therefore  that  only  in  occupations  subject 
to  such  special  risks  was  special  protection  needed  for  the  work¬ 
ers. 

More  recent  investigations  show  that  not  only  in  the  dangerous 
trades,  but  in  all  industries,  a  permanent  predisposition  to  disease 
and  premature  death  exists  in  the  common  phenomenon  of  fatigue 
and  exhaustion.  This  is  a  danger  common  to  all  workers,  even 
under  good  working  conditions,  in  practically  all  manufacturing 
industries,  as  distinguished  from  the  specially  hazardous  occupa¬ 
tions. 

Fatigue.  In  ordinary  factory  work,  where  no  special  occupa¬ 
tional  disease  threatens,  fatigue  in  itself  constitutes  the  most  im¬ 
minent  danger  to  the  health  of  the  workers  because,  if  unrepaired, 
it  undermines  vitality  and  thus  lays  the  foundations  for  many 
diseases. 

Overfatigue  predisposes  to  the  infectious  as  well  as  to  general 
diseases.  Scientific  laboratory  experiments  prove  that  fatigue 
markedly  diminishes  the  power  of  the  blood  to  overcome  bacteria 
and  their  toxic  products.  Thus,  for  instance,  of  two  groups  of 
animals,  one  resting  and  the  other  fatigued  by  muscular  work  and 
both  inoculated  by  pathogenic  bacteria,  the  fatigued  animals 
succumb  more  quickly  and  in  larger  numbers.  The  resting 
animals  may  wholly  resist  the  infection. 

Hence  overfatigue  constitutes  a  danger  to  the  public  health,  as 
well  as  to  the  individual,  since  working  people  who  are  over¬ 
fatigued  more  readily  take  and  spread  infectious  disease. 

Overfatigue  from  excessive  working  hours  not  only  renders  over¬ 
taxed  workers  susceptible  to  general  and  infectious  diseases,  it 
predisposes  them  effectually  to  more  subtle  nervous  disorders, 
especially  neurasthenia  in  its  various  forms.  These  diseases  are 
due  to  overstrain  of  the  nervous  system.  Intense  and  long  last¬ 
ing  fatigue  are  characteristics,  and  disorders  of  the  heart,  cir¬ 
culation,  the  special  senses  and  the  digestive  apparatus  are  com¬ 
mon  symptoms. 
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Nervous  exhaustion,  considered  until  recently  a  disorder  ol 
brain-workers  and  the  well-to-do  solely,  has  been  found  by 
physicians  and  physiologists  to  be  alarmingly  prevalent  among 
industrial  workers,  subject  to  the  strain  of  overlong  hours. 

Adults  are  more  susceptible  to  nervous  disorders  than  young 
persons.  Liability  to  these  diseases  is  found  highest  between  the 
ages  of  twenty  and  forty-five  years.  Hence  adults,  as  well  as 
young  persons,  must  be  guarded  from  excessive  overstrain,  which 
engenders  nervous  exhaustion. 

A  predisposition  to  nervous  disorders  may  be  transmitted,  and 
may  constitute  a  marked  disability  in  the  second  generation.  The 
protection  of  workers  from  the  excessive  fatigue  which  may  lead 
to  nervous  disorders  is  needed  for  the  preservation  of  the  race. 

The  onset  of  nervous  exhaustion  is  often  unperceived.  A 
special  danger  to  health  arises  when,  after  excessive  work,  this 
form  of  overfatigue  shows  itself  in  unnatural  stimulation,  which 
conceals  fatigue  and  creates  a  false  exhilaration.  Only  after 
health  is  seriously  threatened  does  the  overstrain  become  ap¬ 
parent,  overstimulation  being  succeeded  by  reaction  and  ex¬ 
haustion. 

The  fatigue  which  follows  excessive  working  hours  may  become 
chronic  and  result  in  general  deterioration  of  health.  While  it 
may  not  result  in  immediate  disease,  it  undermines  the  vitality  of 
the  worker  and  leads  to  general  weakness,  anemia,  or  premature 
old  age. 

Continuous  overexertion  has  proved  even  more  disastrous  to 
health  than  a  certain  amount  of  privation;  and  lack  of  work  in 
industrial  crises  has  entailed  less  injury  to  health  than  long  con¬ 
tinued  overwork.  The  excessive  length  of  working  hours,  there¬ 
fore,  constitutes  in  itself  a  menace  to  health. 

Serious  injury  to  the  eyes  results  also  from  excessive  working 
hours.  The  danger  of  eye-strain  from  overlong  hours  is  intensi¬ 
fied  by  the  lack  of  proper  and  adequate  lighting  of  workrooms. 
Shorter  working  hours  not  only  relieve  the  strain  upon  the  eyes, 
but  diminish  the  necessary  time  for  working  with  artificial  light. 

Various  incidents  of  industrial  life,  such  as  extremes  of  heat  and 
cold,  dust,  fumes,  etc.,  are  injurious  to  the  organs  of  hearing. 
Loud  and  intense  noise  in  manufacture  is  an  important  cause  of 
impaired  hearing,  especially  among  machinists,  boilermakers,  and 
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metalworkers.  Recent  experiments  show  a  distinct  lowering  ol 
the  acuity  of  hearing  among  fatigued  workers. 

Whenever  the  nature  of  a  worker’s  employment  or  the  position 
required  by  the  work  makes  particular  demands  upon  any  organ 
of  the  body,  that  organ  or  part  of  the  body  first  tends  to  become 
overstrained.  Excessive  length  of  hours  intensifies  such  overuse 
of  particular  organs  or  parts  of  the  body  in  the  different  trades, 
and  only  the  establishment  of  shorter  hours  can  lessen  the  danger 
of  such  overstrain. 

The  length  of  working  hours,  irrespective  of  the  nature  of  the  oc¬ 
cupation,  is  in  itself  a  menace  to  health.  Industries  not  intrinsi¬ 
cally  dangerous  and  conducted  under  good  sanitary  conditions 
may  become  harmful  through  sheer  lengthening  of  the  working 
hours.  Even  the  lightest  work  becomes  totally  exhausting  when 
carried  on  for  an  excessive  length  of  time. 

A  decrease  of  the  intensity  of  exertion  in  industry  is  not  feasible. 
The  needed  protection,  therefore,  can  be  afforded  only  through 
shortening  the  hours  of  labor. 

Increasing  danger  of  fatigue.  Modern  industry  is  character¬ 
ized  by  increased  strain.  Machinery  is  increasingly  speeded  up, 
the  number  of  machines  tended  by  individual  workers  grows 
larger,  processes  become  more  and  more  complex  as  more  opera¬ 
tions  are  performed  simultaneously.  All  these  changes  involve 
correspondingly  greater  physical  strain  upon  the  worker.  Though 
there  is  little  work  which  requires  great  muscular  strength  or  exer¬ 
tion  in  our  factories,  yet  the  alertness  and  exactness  of  attention 
and  constant  application  required  exhaust  the  nervous  vitality 
very  rapidly. 

Besides  the  physical  strain  due  to  speed  and  complexity  of 
machinery,  health  is  injured  by  the  extreme  monotony  of  many 
branches  of  industry.  Specialization  has  been  carried  so  far  that 
change  and  variety  of  work  have  been  reduced  to  a  minimum. 
Minute  division  of  labor  results  in  the  constant  repetition  of 
similar  motions  and  processes  by  the  same  worker,  favoring  the 
onset  of  fatigue  and  requiring  for  relief  the  establishment  of  a 
shorter  work-day. 

So  far  as  labor  consists  in  specialized  routine,  absorbing  the 
main  current  of  productive  energy,  it  is  the  enemy  of  organic 
health.  It  is  hostile  in  two  ways:  first,  in  denying  to  man  op- 
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portunity  for  the  exercise  of  his  other  productive  faculties;  sec¬ 
ondly,  in  overtaxing  and  degrading  by  servile  repetition  the 
single  faculty  that  is  employed. 

All  the  evils  of  speed  and  monotony  in  industrial  establish¬ 
ments  are  intensified  by  the  abuses  of  piece-work.  When  each 
worker  aims  to  work  faster  for  the  sake  of  a  slight  increase  in 
wages,  a  premium  is  put  upon  feverish  activity,  regardless  of  the 
physical  cost  to  the  worker.  With  the  increased  efficiency  of  the 
piece-worker,  the  price  per  piece  of  work  turned  out  is  commonly 
decreased,  so  that  a  greater  and  increasingly  more  intense  effort  is 
necessary  to  reach  the  individual’s  maximum  reward  for  his 
labor.  It  needs  no  argument  to  convince  even  a  sturdy  advocate 
of  that  new  idol,  called  efficiency,  that  such  methods  are  bound,  in 
the  long  run,  to  use  up  the  worker. 

Physiological  basis  for  the  shorter  day.  The  fundamental  need 
of  limiting  excessive  working  hours  is  based  on  the  physiological 
nature  of  man.  For  medical  science  has  demonstrated  that  while 
fatigue  is  a  normal  phenomenon  —  the  natural  result  of  bodily 
and  mental  exertion  —  excessive  fatigue  or  exhaustion  is  abnor¬ 
mal  —  the  result  of  overexertion  of  work  pursued  beyond  the 
capacities  of  the  organism. 

Two  processes  are  continually  carried  on  in  the  living  body: 
assimilation  or  building  up;  dissimilation  or  breaking  down 
material  into  simpler  chemical  form,  ultimately  expelled  as  waste 
products.  Upon  these  two  processes  together,  known  as  metabo¬ 
lism,  life  itself  depends,  and  to  this  fundamental  basis  of  life  we 
must  turn  for  an  explanation  of  what  fatigue  is. 

During  activity,  the  products  of  chemical  change  increase. 
An  overtired  person  is  literally  a  poisoned  person,  poisoned  by  his 
own  waste  products.  These  wastes  are  poisonous  impurities 
arising  from  the  chemical  processes  of  cellular  life.  They  circu¬ 
late  in  the  blood,  poisoning  brain  and  nervous  system,  muscles, 
glands  and  other  organs  until  normally  burned  up  by  the  oxygen 
brought  by  the  blood,  removed  by  the  liver  or  kidneys,  or  elimin¬ 
ated  through  the  lungs. 

When  these  waste  products  accumulate  in  the  blood,  fatigue 
ensues.  When  they  exceed  tneir  physiological  or  normal  amount, 
exhaustion  results  and  health  is  impaired.  After  excessive  labor 
there  is  also  a  consumption  of  energy-yielding  material,  essential 
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for  activity.  The  processes  of  dissimilation  are  in  excess  of  those 
of  assimilation. 

The  need  of  limiting  excessive  working  hours  is  further  em¬ 
phasized  by  recent  medical  research,  which  asserts  that  fatigue  is 
due  not  only  to  actual  poisoning,  but  to  a  specific  poison  or  toxin 
of  fatigue,  analogous  in  chemical  and  physical  nature  to  other 
bacterial  toxins  such  as  the  diphtheria  toxin.  This  theory  asserts 
that  when  artificially  injected  into  animals  in  large  amounts  the 
fatigue  toxin  causes  death. 

The  dangers  of  excessive  working  hours  are  increased  by  the 
fact  that  the  onset  of  fatigue  is  often  unperceived  by  the  worker. 
Not  until  the  damage  is  done  and  health  is  impaired  by  the  strain 
of  overlong  hours  is  the  injury  manifest.  Measurements  of  mus¬ 
cular  contraction  by  the  ergograph  show  first  a  progressively  in¬ 
creased  power  of  contraction  of  the  muscle  and  then  a  steady 
diminution,  the  rate  and  regularity  of  the  diminution  varying 
with  individuals.  After  a  certain  degree  of  fatigue  has  set  in,  the 
muscle  becomes  incapable  of  performing  further  work  unless  a 
lighter  weight  or  less  tension  is  involved,  or  its  contractility  is  re¬ 
stored  either  by  artificially  irrigating  the  muscle  or  by  allowing 
an  interval  of  adequate  rest  to  intervene  before  renewed  exertion. 
If  fatigue  has  not  proceeded  too  far,  this  suffices  to  remove  the 
toxic  fatigue  products  which  have  been  produced  in  the  muscle. 
After  exhaustion  has  set  in,  a  much  longer  period  of  rest  is  re¬ 
quired  to  restore  the  muscle  to  use,  or  it  may  become  wholly 
incapacitated.  To  prevent  injurious  accumulation  of  unperceived 
fatigue,  therefore,  overexertion  through  excessive  working  hours 
must  be  prevented. 

The  greatest  strain  is  attendant  upon  work  continued  after 
fatigue  has  set  in.  When  the  hours  of  labor  are  so  long  that  work 
must  be  continued  after  fatigue  has  set  in,  the  dangers  to  health 
are  correspondingly  increased.  Greater  injury  results  from  work 
done  by  fatigued  muscles  than  from  severer  labor  accomplished 
before  the  worker  is  tired.  This  is  because  strain,  or  the  con¬ 
tinued  exertion  of  will  power  to  keep  up,  is  more  exhausting  than 
work  in  itself. 

During  rest,  fatigue  disappears.  Rest  is  thus  a  physiological 
necessity.  With  the  intensity  of  modern  industry,  the  individual 
worker  can  keep  up  efficient  labor  only  on  condition  that  the  fa- 
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tigue  engendered  on  one  day  is  completely  repaired  before  the 
next  day.  If  fatigue  is  not  balanced  by  adequate  rest,  a  deficit 
remains  which  may  be  little  noticed  at  first,  but  which  inevitably 
accumulates,  and  after  a  shorter  or  longer  period  results  in  physi¬ 
cal  breakdown. 

When  the  individual  has  worked  to  exhaustion  through  exces¬ 
sive  hours  of  labor,  normal  rest  does  not  suffice  for  repair.  He  has 
literally  “used  himself  up.” 

During  work,  the  products  of  chemical  change  increase.  Some 
idea  of  the  combustion  or  chemical  process  carried  on  within  our 
muscles  is  shown  by  the  fact  that  at  every  breath,  air  inspired 
loses  about  one  fifth  of  its  oxygen  and  increases  in  the  gas  carbon 
dioxide  more  than  one  hundred  fold.  A  well-known  scientific 
experiment  has  shown  that  during  a  day  of  work  a  man  expires 
almost  twice  as  much  carbon  dioxide  as  during  a  day  of  rest. 
The  internal  combustion  is  more  rapid.  But  during  rest,  the  pro¬ 
cesses  of  tissue  repair  are  in  the  ascendant.  The  noxious  products 
of  activity  are  more  quickly  eliminated  and  tissue  is  rebuilt.  This 
is  the  main  reason  why  lack  of  rest  is  detrimental  to  the  or¬ 
ganism. 

Fatigue  and  accident.  Emphasis  is  laid  upon  the  need  of  limit¬ 
ing  excessive  working  hours  by  the  increased  danger  from  acci¬ 
dents  arising  from  the  varying  effects  of  fatigue.  The  statistics 
of  all  countries  which  have  recorded  the  hours  in  which  industrial 
accidents  occur,  show  that  the  number  of  accidents  tends  to  rise 
after  a  certain  number  of  hours  of  work.  According  to  a  recent 
investigation,  the  number  of  accidents  is  usually  highest  during 
the  penultimate  hour  of  work,  when  muscular  contraction  and 
attention  are  at  their  lowest.  During  the  last  hour  of  work  the 
accident  rate  may  fall,  owing  to  the  decreased  rate  of  output  and 
anticipation  of  rest.  The  following  table  of  the  hours  of  accident 
occurrence  in  Illinois  in  1910  is  a  sample  which  could  be  many 
times  paralleled. 


Accident-Hours  (Illinois,  1910) 


7:00-  7:59  A.M _ 

..  .  79 

1:00-1:59  P.M . 

8:00-  8:59 . 

...  150 

2:00-2:59 . 

..  156 

9:00-9:59 . 

...  193 

3:00-3:59 . 

10:00-10:59 . 

4:00-4:59 . 

11:00-11:59 . 

•••  257 

5:00-5:59 . 

•  •  145 

12:00-12:59  P.M..  . . 

..  .  49 

All  other  hours. . . 
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After  fatigue  has  set  in,  the  faculty  of  attention  is  in  inverse 
ratio  to  the  duration  and  intensity  of  work  undertaken.  Atten¬ 
tion  is  always  accompanied  by  a  sensation  of  effort,  and  fatigue 
of  attention  is  due  to  the  continuance  of  the  efforts  and  the  dif¬ 
ficulty  of  sustaining  them.  When  the  brain  is  fatigued,  attention 
lags  and  reaction  time  is  retarded.  Hence,  after  overexertion 
fatigued  workmen  are  subject  to  increased  danger  when  reaction 
time  is  slowest  and  attention  at  its  minimum. 

Moral  effects  of  fatigue.  The  dangers  attendant  upon  ex¬ 
cessive  working  hours  are  shown  also  by  the  moral  degeneration 
which  results  from  over-fatigue.  Laxity  of  moral  fiber  follows 
physical  debility.  After  excessive  labor  the  overtaxed  worker 
is  left  stupefied  or  responds  most  readily  to  coarse  pleasures  and 
excitements.  Bodily  exhaustion  is  evidently  unfavorable  to  the 
exercise  of  self-control.  The  man  who  is  too  tired  to  exert  him¬ 
self  at  all  on  days  of  rest  is  also  too  tired  to  interest  himself  in 
questions  affecting  his  physical  welfare  and  that  of  his  family  and 
fellow-citizens. 

When  the  working-day  is  so  long  that  no  time  is  left  for  a  mini¬ 
mum  of  leisure  and  recreation,  relief  from  the  strain  of  work  is 
often  sought  in  alcoholic  stimulants.  Among  industrial  workers 
the  desire  for  drink  is  often  due  to  the  physical  incidents  of  factory 
work,  such  as  exposure  to  extreme  heat,  or  the  inhalation  of  dust 
or  fluff  in  the  many  trades  involving  such  hazards.  Intemper¬ 
ance  often  results  also  from  the  worker’s  craving  for  some  stim¬ 
ulant  or  support  for  exhausted  energies. 

The  experience  of  manufacturing  countries  has  illustrated  the 
evil  effect  of  overwork  upon  the  general  welfare.  Health  is  the 
foundation  of  the  state.  No  nation  can  progress  if  its  workers 
are  crippled  by  continuous  overexertion.  The  loss  of  human 
energy,  due  to  excessive  working-hours,  is  a  national  loss,  and 
must  inevitably  result  in  lowering  the  nation’s  prosperity. 

The  loss  of  moral  restraints  and  intellectual  ambition  on  the 
part  of  workers  exhausted  by  excessive  labor  is  a  social  loss. 
Family  life,  essential  for  the  welfare  of  the  Nation,  is  destroyed. 
After  overlong  hours,  the  workers  scarcely  see  their  young  chil¬ 
dren,  and  have  neither  time  nor  energy  after  working-hours  to 
share  the  family  interests.  They  are  too  much  spent  to  make  use 
of  the  advantages  for  development  offered  by  enlightened  com- 
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muni  ties,  such  as  public  libraries,  lectures,  recreation  centers, 
etc.  This  must  necessarily  react  disastrously  upon  the  com¬ 
munity  as  well  as  the  individual.  For  the  deterioration  of  any 
large  portion  of  the  population  inevitably  lowers  the  entire  com¬ 
munity,  physically,  mentally,  and  morally. 

The  benefits  of  short  hours.  The  good  effects  of  shorter  work¬ 
ing-hours  on  the  uses  of  leisure  is  conspicuously  shown  in  the 
growth  of  temperance  where  working-hours  have  been  reduced. 
With  better  health  and  a  higher  moral  tone  due  to  the  shorter 
working-day,  temperance  in  the  use  of  alcoholic  stimulants  results 
automatically.  The  proposition  that  without  variation  the  elim¬ 
ination  of  intemperance,  poverty,  pauperism,  ignorance,  crime, 
and  their  accompanying  evils  moves  parallel  with  and  propor¬ 
tionate  to  the  increase  of  social  opportunities  stands  without 
impeachment  of  its  historical  accuracy.  It  costs  the  Nation 
hard  cash  to  attend  to  these  evils. 

History,  which  has  illustrated  the  deterioration  due  to  long 
hours,  bears  witness  no  less  clearly  to  the  regeneration  due  to  the 
shorter  working  day.  To  the  individual  and  society  alike,  shorter 
hours  have  been  a  benefit  wherever  introduced  and  have  raised  all 
the  standards  of  living.  Wherever  sufficient  time  has  elapsed 
since  the  establishment  of  the  shorter  working-day,  the  succeed¬ 
ing  generation  has  shown  extraordinary  improvement  in  physique, 
intelligence,  and  morals.  The  prominent  facts  may  be  briefly 
summarized: 

Greater  relative  vigor  to  the  workman,  in  connection  with  the 
imperative  obligation  to  reduce  time  from  the  exhausted  portion 
of  the  day.  Less  loss  of  time  in  consequence  of  a  sensible  relief 
in  the  daily  duration  of  labor.  Greater  healthfulness,  especially 
during  the  summer  season.  A  quicker  return  to  labor,  and  a 
more  rapid  recovery  of  strength  after  sickness.  The  increased 
respectability  of  labor,  which  retains  many  in  production.  An 
approximate  equalization  of  the  day’s  work,  which  has  largely 
contributed  to  diffuse  employment  over  the  year,  and  thus  dimin¬ 
ished  distress  during  the  winter  season.  Multiplied  inventions, 
subdivisions  in  trades,  and,  generally,  a  more  intellectual  and 
progressive  impetus  to  production.  Openings  for  the  industrial 
classes  in  evening  exercises  of  a  religious,  reformatory,  political, 
and  miscellaneous  character. 
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After  continuous  work,  a  certain  amount  of  leisure  and  recrea¬ 
tion  is  a  physiological  necessity.  The  worker’s  condition  deter¬ 
mines  in  large  measure  whether  or  not  he  takes  advantage  of  op¬ 
portunities  for  self-improvement  or  legitimate  enjoyment.  The 
worker  who  has  not  exhausted  his  energies  by  overexertion  turns 
instinctively  to  the  better  uses  of  leisure. 

Of  these  opportunities  the  most  striking  modern  instances  are 
the  new  forms  of  recreation  and  education  open  to  wage-earners. 
Practically  every  large  city  in  the  United  States  and  many  small 
ones  are  making  increasingly  large  expenditures  for  public  re¬ 
creation.  The  growth  of  this  movement  has  been  phenomenal. 
Side  by  side  with  the  recreation  movement  for  adults,  new  op¬ 
portunities  for  popular  education  are  developing.  Besides  regular 
night  schools  and  public  evening  lectures  within  the  school 
system,  the  extension  classes  of  state  and  privately  endowed 
universities  are  growing  rapidly. 

The  best  examples  of  the  benefits  to  society  and  to  the  workers 
arising  from  the  short  work-day  are  found  in  Australasia.  The 
movement  for  the  eight-hour  day  began  in  Victoria  over  fifty 
years  ago.  In  New  Zealand  the  eight-hour  day  was  established 
by  law  in  1901.  In  most  of  the  other  Australasian  States,  the 
wages  boards  or  arbitration  courts  are  empowered  by  law  to  fix 
maximum  hours  of  labor.  The  general  Australian  standard  is 
the  forty-eight-hour  week.  In  these  colonies  the  short  day  has 
been  in  operation  long  enough  to  show  its  effects.  The  testimony 
of  factory  inspectors  and  other  observers  tends  to  prove  that  the 
workers  have  gained  greatly  in  force  and  efficiency  and  that  the 
social  welfare  of  the  entire  community  has  been  well  served 
through  the  operation  of  the  short  working-day. 

Political  aspects.  The  welfare  and  safety  of  democracy  rests 
upon  the  character  and  intelligence  of  its  citizens.  For  the  exer¬ 
cise  of  the  elective  franchise  is  determined  by  the  mental  and 
moral  equipment  of  the  voters.  Under  the  conditions  of  modem 
industry,  for  the  development  of  morals  and  intelligence,  leisure 
is  needed.  Hence  leisure  is  a  prime  requisite  for  good  citizenship. 
If  democracy  is  to  flourish,  the  education  of  the  citizen  must  not 
end  at  the  14th  birthday,  when  wage-earning  ordinarily  begins. 
It  must  be  a  continuous  process,  to  enable  men  to  understand 
great  issues  when  they  arise,  to  discuss  them,  and  to  reach  de¬ 
cisions  upon  them. 
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In  the  interest  of  the  State,  therefore,  industrial  labor  must  be 
limited:  first,  so  that  leisure  may  be  provided  outside  of  working 
hours;  second,  so  that  the  worker  shall  not  be  too  much  exhausted 
to  make  use  of  his  leisure. 

There  are  a  large  number  of  foreign-born  in  the  United  States. 
The  exact  figure  for  1920  was  13,920,692.  A  large  proportion  of 
these  millions  are  employed  in  industry,  especially  in  the  great 
manufacturing  establishments,  such  as  the  iron  and  steel  mills, 
munition  plants,  textile  factories,  etc. 

Throughout  the  country  there  is  increasing  recognition  that  the 
prime  necessity  for  the  immigrant  is  Americanization,  that  is, 
opportunity  for  acquiring  the  ability  to  speak  and  read  the 
English  language,  and  to  become  acquainted  with  American 
institutions.  Americanization  is  the  paramount  need,  not  only 
for  the  immigrant,  but  for  the  very  existence  of  the  Republic. 
Unless  the  millions  of  immigrants  present  and  future  are  made  an 
integral  part  of  the  population,  understanding  our  institutions, 
sharing  the  standards  and  ideals  of  the  democracy,  the  Nation 
itself  is  imperiled. 

No  man  can  become  a  naturalized  citizen  unless  he  can  speak 
English.  Learning  English  is  therefore  the  key  to  citizenship. 
It  is  indispensable  for  the  adoption  of  American  standards  of 
living;  for  a  participation  in  the  life  of  the  community.  Ignorance 
of  the  English  language  is  the  greatest  obstacle  to  industrial  ad¬ 
vancement.  It  prevents  the  distribution  of  congested  immigrant 
populations.  It  increases  the  dangers  of  industrial  accidents, 
injuries  and  occupational  diseases,  owing  to  the  immigrants’  ina¬ 
bility  to  understand  orders  or  hygienic  regulations  printed  or 
orally  given  in  industrial  establishments. 

The  growing  recognition  of  the  need  of  Americanization  has 
resulted  in  a  country-wide  movement  to  provide  evening  schools 
to  teach  English  and  give  special  instruction  on  American  in¬ 
stitutions.  Federal,  state,  and  city  authorities  are  urging  in¬ 
creased  appropriations  for  these  special  facilities.  Obviously 
this  whole  program  of  Americanization  is  impossible  unless  suffi¬ 
cient  leisure  is  provided  after  working  hours  to  enable  the  workers 
to  take  advantage  of  the  opportunities  offered.  The  task  of 
teaching  foreigners  a  new  language  is  almost  hopeless  unless  they 
can  come  to  be  taught  with  some  freshness  of  mind.  The  project 
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of  Americanization  is  defeated  when  working-hours  are  so  long 
that  no  evening  leisure  is  left  or  the  immigrant  workers  are  too 
much  exhausted  to  make  use  of  it. 

The  State  is  dependent  upon  the  quality  of  its  citizens  not  only 
for  its  development  in  times  of  peace,  but  in  the  last  resort,  for 
military  defense.  Industrial  conditions  which  result  in  physical 
degeneration  of  the  population  are  thus  a  menace  to  the  very 
existence  of  the  State.  In  communities  where  excessive  working- 
hours  have  long  prevailed,  progressive  decline  in  stature,  strength, 
and  efficiency  becomes  markedly  evident.  This  is  conspicuously 
shown  by  the  large  percentage  of  recruits  necessarily  rejected  from 
military  service  for  physical  unfitness.  In  1915  there  were  41,168 
applicants  for  service  in  the  United  States  Marine  Corps.  Of 
these,  3833  or  9.31  per  cent  were  found  physically  fit  for  the  serv¬ 
ice;  in  other  words,  one  man  out  of  every  eleven  examined. 
In  New  York  City  11,012  men  applied,  and  of  these  316  were 
found  fit  for  service,  or  2.869  Per  cent.  The  experience  of  the 
draft  under  the  Compulsory  Service  Act  was  to  find  30  per  cent 
of  the  men  examined  to  be  unfit  for  service.  European  expe¬ 
rience  has  been  similar. 

Economic  aspects  of  reducing  hours.  The  experience  of  those 
manufacturing  countries  which  have  longest  had  the  short  work¬ 
ing-day,  shows  that  commercial  prosperity  is  not  hampered  by  the 
curtailment  of  hours.  The  increased  efficiency  of  the  workers  due 
to  shorter  working-hours,  together  with  the  general  improvement 
of  industrial  communities  in  physique  and  morals,  reacts  so  favor¬ 
ably  upon  output  that  commercial  prosperity  is  heightened  rather 
than  impaired. 

The  industrial  competition  of  the  nations  is  fast  becoming  a 
mere  contest  in  the  personal  productive  capacity  of  their  laborers. 
The  other  conditions  of  the  strife  are  getting  equalized.  Im¬ 
proved  machinery  is  no  sooner  made  in  one  country  than  it  is 
imported  or  imitated  in  another;  and  as  the  material  elements  of 
the  competition  are  growing  equal,  the  supremacy  must  obviously 
go  to  the  nation  that  can  turn  these  elements  to  most  account  — 
the  nation  with  the  most  vigorous,  the  most  intelligent,  the  most 
productive  working-class. 

The  New  York  Bureau  of  Labor  Statistics  admitted  in  1900 
that  the  cotton  industry  of  Massachusetts  had  grown  steadily 
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throughout  the  period  of  short-hour  legislation,  and  —  what  was 
far  more  impressive  —  had  made  larger  gains  than  were  shown  by 
adjacent  States  with  less  radical  short-hour  laws. 

The  universal  testimony  of  manufacturing  countries  tends  to 
prove  that  the  shortening  of  the  work-day  acts  favorably  upon 
output.  The  introduction  of  a  shorter  work-day  does  not  result 
in  lessened  output.  Wherever  reliable  statistics  of  output  have 
been  kept,  before  and  after  the  introduction  of  a  shorter  work-day, 
they  show  that  with  rare  exceptions  the  aggregate  production 
under  shorter  hours  has  either  equaled  that  of  the  long  day,  or 
risen  above  it. 

These  conclusions  were  long  supposed  to  be  true  only  of  single 
individual  manufacturing  industries,  such  as  the  textile  trade,  in 
which  the  shorter  work-day  was  first  established,  over  seventy 
years  ago.  The  most  recent  investigations  have  confirmed  the 
facts,  and  have  shown  that  what  was  true  of  a  single  industry 
applies  to  practically  all  industries,  and  is  thus  not  a  special  but  a 
general  rule.  The  Commonwealth  Steel  Company  reported  that 
the  change  from  twelve  to  eight  hours  in  the  open-hearth  depart¬ 
ment,  with  a  higher  rate  of  wages  per  hour,  resulted  in  more  eco¬ 
nomical  production,  and  an  actually  lower  wages  bill  per  day. 
The  change  to  an  eight-hour  day  in  the  mines  of  the  four  leading 
Eastern  coal  States  —  Illinois,  Indiana,  Ohio,  and  Pennsylvania 
—  in  1897  did  not  cause  any  diminution  in  daily  output.  The 
president  of  the  Solvay  Process  Company  of  Syracuse,  New  York, 
writes:  “In  general,  I  can  say  that  the  results  of  the  change  from 
a  twelve-hour  shift  for  an  eight-hour  shift  were  very  satisfactory 
and  have  continued  to  be  so.  While  the  immediate  result  was  to 
considerably  increase  the  cost  per  unit  of  product,  the  efficiency  of 
the  men  gradually  increased,  so  that  at  the  end  of  about  one  year 
the  first  increase  had  been  overcome  and  the  cost  per  unit  of  pro¬ 
duct  fell  to  a  point  even  lower  than  had  been  obtained  under  the 
twelve-hour  shift,  and  further  the  time  consumed  per  unit  of 
product  has  been  so  reduced  that  we  are  to-day  and  for  some  time 
have  been  operating  with  a  smaller  number  of  hours  per  unit  of 
product  than  we  had  under  the  twelve-hour  shift.” 

Cause  of  increased  productivity.  The  testimony  from  other 
countries  is  similar.  The  increased  productivity  of  workers 
under  shorter  hours  is  due  to  their  increased  efficiency.  Such 
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efficiency  springs  from  improved  physical  health  and  energy, 
together  with  a  change  of  attitude  toward  work  and  employer. 
Greater  promptness  in  starting  in  the  morning  and  at  noon, 
more  interest  and  application  on  the  part  of  the  workers  and  the 
elimination  of  “soldiering”  and  lost  time  contribute  to  the  in¬ 
creased  output  under  shorter  hours. 

The  introduction  of  the  shorter  working-day  has  acted  as  a 
stimulus  to  heightened  efficiency  on  the  part  of  employers  as  well 
as  on  the  part  of  workers.  The  curtailment  of  hours  has  led  to  a 
new  scrutiny  of  methods  and  organization  in  manufacture.  It  has 
proved  possible  for  instance  to  lessen  or  eliminate  “lost  time”  by 
securing  a  steadier  flow  of  work  and  materials  through  the  factory. 
An  added  incentive  is  provided  for  installing  improved  machinery 
and  new  processes  of  manufacture  so  that  output  may  be  main¬ 
tained  under  shorter  hours. 

The  introduction  of  the  shorter  work-day  has  not  led  in  the 
long  run  to  an  increase  in  the  cost  of  production.  This  is  due  to 
two  causes:  first,  because  the  labor  cost  is  only  one  item,  and  often 
a  small  item,  in  the  total  cost  of  manufacture;  second,  because  the 
heightened  efficiency  of  both  employers  and  workers  under  shorter 
hours  stimulates  output  and  thus  tends  to  equalize  or  even  de¬ 
crease  the  total  costs. 

With  excessive  hours  of  labor,  the  efficiency  of  the  workers  is 
so  much  reduced  that  output  deteriorates  both  in  quantity  and 
quality.  Over-fatigue  results  in  “spoiled  work”  which  must  be 
done  over  again  the  next  day.  The  early  belief  that  profits  were 
dependent  on  the  last  hours  of  the  working-day  has  long  been 
proved  a  fallacy.  On  the  contrary,  the  output  of  the  last  hours 
shows  a  steady  and  marked  decline. 

Effect  on  wages.  Statistical  evidence  tends  to  show  that  wages 
are  not  decreased  by  the  reduction  of  hours.  In  some  cases  there 
may  be  temporary  decrease  for  a  short  time,  before  industry 
adjusts  itself  to  a  change  in  hours,  but  after  a  short  period  the  gain 
in  the  workers’  efficiency  from  shorter  hours  and  their  consequent 
increase  in  output  tends  to  balance  completely  the  curtailment  of 
their  working  time.  Wages  are  almost  universally  higher  in  in¬ 
dustries  in  which  the  short  work-day  has  been  established  than 
they  are  in  wholly  unregulated  trades.  Moreover,  even  when  the 
shorter  day  has  resulted  in  a  slight  temporary  decrease  in  wages. 
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the  majority  of  workers  have  willingly  suffered  the  reduction,  in 
order  to  gain  the  increased  health  and  leisure  consequent  upon 
shorter  hours  of  labor. 

Wherever  the  hours  of  labor  have  been  shortened  employment 
tends  to  become  more  regular.  In  place  of  alternating  periods  of 
intense  overwork  and  periods  of  idleness,  employers  have  found 
it  possible  to  distribute  work  more  evenly  throughout  the  year. 
No  incident  of  industrial  life  is  more  disastrous  to  the  worker 
than  the  irregularity  which  characterizes  most  industries.  The 
“rush”  season  of  long  hours  often  strains  health  and  vitality  be¬ 
yond  the  power  of  recovery  during  the  slack  season. 

Few  employers  are  able  to  grant  their  employees  reduction  of 
hours,  even  if  they  are  convinced  of  its  advantages,  while  their 
competitors  are  under  no  such  obligation.  The  uniform  require¬ 
ment  of  limited  working-hours,  therefore,  not  only  checks  the  un¬ 
scrupulous  employer,  but  makes  it  possible  for  the  enlightened 
and  humane  employer  to  shorten  the  working-day  without  fear  of 
underbidding  competitors. 


CHAPTER  VI 

THE  PROBLEM  OF  CHILD  AND  WOMAN  LABOR 

i.  Women  and  Children  in  Industry 

A  modem  problem.  Like  most  of  the  problems  of  the  modern 
industrial  worker,  the  problem  of  the  labor  of  women  and  children 
arose  out  of  the  Industrial  Revolution.  It  is  true  that  the  lot  of 
the  women  and  children  of  the  poorer  classes  in  society  has  always 
been  one  of  toil;  nor  can  it  be  proved  that  in  respect  of  either  the 
conditions  under  which  they  work  or  of  the  rewards  for  their 
labor,  the  modern  world  deals  less  kindly  with  these  more  de¬ 
fenseless  of  its  members  than  did  society  in  the  Middle  Ages.  This 
whole  problem  has  been  complicated  by  sterile  attempts  to  com¬ 
pare  the  life  conditions  of  women  and  children  under  the  modern 
wage  system  with  the  circumstances  of  their  lives  under  the  eco¬ 
nomic  conditions  which  preceded  the  Industrial  Revolution — ■ 
usually  to  the  disadvantage  of  the  modem  world.  Nothing  can 
be  proved  by  such  comparisons.  In  some  regards  the  sordidness 
of  life  in  the  Middle  Ages  surpassed  the  worst  records  of  present- 
day  industry;  in  other  respects  —  especially  with  reference  to  the 
independence  of  the  worker  —  a  strong  case  can  be  made  in  favor 
of  the  condition  of  women  and  children  under  the  domestic  econ¬ 
omy.  But  there  is  no  accepted  standard  with  which  to  measure  the 
merits  of  these  two  modes  of  life  in  terms  of  the  spiritual  welfare 
of  the  worker.  And,  after  all,  an  understanding  of  modern  con¬ 
ditions  is  not  to  be  reached  by  this  method  of  approach.  For  the 
labor  of  women  and  children  is  a  problem  of  modern  industrial 
relations,  not  because  it  is  more  extensive,  or  more  degrading,  than 
formerly,  but  because  its  effects  are  different. 

To  grasp  the  significance  of  such  a  problem  as  this  at  any  stage 
of  societal  development,  it  must  be  studied  in  its  relation  to  the 
whole  complex  of  customs,  institutions  and  ideals  which  comprises 
the  social  structure  at  the  time.  It  is  because  this  relationship 
has  been  changed  by  the  revolution  of  the  social  order  which  pro¬ 
duced  the  modern  industrial  world  that  we  are  correct  in  speaking 
of  the  labor  of  women  and  children  as  a  modern  problem.  This 
change,  in  part,  has  been  due  to  an  alteration  in  the  ideals  and 
principles  which  govern  our  political  and  social  life.  In  a  de¬ 
mocracy,  the  tests  of  enduring  social  welfare  are  fundamentally 
different  from  those  which  obtain  in  an  aristocratic  order;  con¬ 
ditions  which  deny  to  children  opportunities  for  wholesome  physi- 
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cal  development  and  education,  and  interfere  with  the  normal 
functions  of  motherhood  or  contribute  to  the  spread  of  vice  among 
unmarried  women  are  recognized  as  constituting  a  problem  of 
obvious  social  import.  It  is  from  this  standpoint  of  its  relation  to 
general  social  welfare  and  to  the  ideals  of  the  modern  world  that 
the  extent  of  child  and  woman  labor  and  the  legal  program  for  its 
solution  will  be  presented  in  the  articles  which  follow.. 

But  there  is  another  way  in  which  this  problem  differs  from 
that  of  an  earlier  social  order:  namely,  in  its  effects  upon  the. life 
conditions  of  male  workers.  Before  the  Industrial  Revolution, 
the  labor  of  women  and  children  was  supplementary,  to,  not  in 
competition  with,  that  of  men.  With  the  perfection  of  the 
machine  technique,  however,  processes  were  so  far  simplified  that 
jobs  formerly  monopolized  by  men  could  be  filled  by  children 
or  by  women  who  possessed  no  considerable  skill  or  physical 
strength.  At  once  craft  lines  began  to  dissolve;  cheap  labor 
began  to  compete  for  employment  with  the  skilled  worker;  women 
and  children  with  men.  Thus  began  a  lowering  of  the  standard 
of  life  and  an  undermining  of  the  security  of  employment  for  male 
workers.  With  the  progress  of  the  Industrial  Revolution  this 
condition  spread  from  one  industry  or  one  process  to  another  ifiitil 
to-day  the  menace  of  this  form  of  competition  confronts  the 
workingman  in  many  of  the  fields  of  industrial  enterprise. 

Attitude  of  labor.  In  general  the  attitude  of  the  male  worker 
toward  the  labor  of  women  and  children  is  based  squarely  upon 
his  desire  to  defend  himself  from  what  he  considers  to  be  unfair 
competition.  The  policy  of  organized  labor  is  formed  much  more 
in  the  spirit  of  antagonism  toward,  than  of  sympathy  with,  the 
woman  and  child  who  works  in  a  factory.  It  must  be  granted  in 
all  fairness  that  such  an  attitude  is  understandable;  indeed,  it  is 
the  inevitable  reaction  of  the  propertyless  man  whose  sole  right 
to  life  consists  in  his  control  of  a  job;  whose  single  source  of  sup¬ 
port  for  himself  and  his  family  is  his  pay  envelope.  Nevertheless, 
it  does  not  always  contribute  to  clarity  of  economic  reasoning  nor 
to  the  efficacy  of  devices  adopted  for  the  solution  of  the  problem. 

To  meet  one  phase  of  this  problem,  almost  all  male  workers 
favor  the  absolute  prohibition  of  child  labor  under  a  certain  age. 
Organized  labor  is  to  be  credited  in  large  measure  with  the  pro¬ 
gress  of  child-labor  legislation  during  the  past  half  century.  In 
this  part  of  its  program,  it  is  moving  in  harmony  with  the  social 
tendencies  of  the  age  and  is  gradually  approaching  its  goal.  The 
extent  and  character  of  the  child-labor  laws  in  the  United  States 
will  be  described  in  Article  2. 

As  regards  the  labor  of  women,  the  conflict  is  summed  up  in  the 
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trade-union  slogan:  “Equal  pay  for  equal  work.”  The  meaning 
of  this  formula  is  not  always  clear  when  it  is  used  in  connection 
with  a  wage  dispute.  The  most  apparent  meaning  gives  us  a 
proposition  whose  justice  is  self-evident:  namely,  that  the  pay¬ 
ment  for  a  given  product  should  not  be  less  for  women,  solely  be¬ 
cause  they  are  women,  than  it  is  for  men.  But  as  the  formula  is 
used  by  organized  labor  it  seems,  more  frequently,  to  mean  that 
the  daily  or  weekly  wage  for  the  woman  worker  on  a  given  job 
should  be  the  same  as  that  of  a  man  on  the  same  job,  regardless  of 
the  relative  productivity  of  the  two.  When  applied  in  the  first 
sense,  the  equal  pay  slogan  would  result,  obviously,  in  lower  day 
wages  for  women  than  for  men  to  the  extent  that  the  productive 
efficiency  of  the  former  —  because  of  physical  weakness,  or  lack  of 
skill,  or  susceptibility  to  sickness  —  was  smaller  than  that  of  the 
latter.  If  the  formula  were  to  be  applied  in  the  second  sense, 
the  money  wage,  though  the  same  in  absolute  amount,  would  be 
higher  for  women  in  relation  to  their  productivity  than  for  men, 
to  the  extent  that  the  former  were  less  productive.  Now,  em¬ 
ployers  are  interested  in  the  question  of  wages  primarily  from  the 
standpoint  of  the  relation  of  the  payment  to  the  performance  of 
the  worker  —  or,  in  other  words,  to  the  worker’s  productivity. 
If  they  are  required  to  pay  the  same  wage  to  two  groups  of  differ¬ 
ent  productivity,  it  is  obvious  that  they  will  not  willingly  employ 
the  less  efficient  workers  at  all. 

The  equal  pay  program.  This  seems  to  be  the  object  in  view  in 
the  case  of  many  trade  unions  who  press  the  demand  for  “equal 
pay”  for  women  workers.  Their  desire  is  not  to  raise  the  wages 
of  women  employed  in  industry  but  to  defend  their  members  from 
the  competition  of  women  workers  by  loading  the  wage  contract 
in  their  favor.  The  effectiveness  of  this  device  to  expel  women 
labor  from  industrial  employment  rests  clearly  upon  the  assump¬ 
tion  that  women  workers  produce  less,  in  a  given  time  and  under 
the  same  conditions,  than  do  men.  But  this  is  undoubtedly  true 
with  regard  to  most  fines  of  employment.  Women  are  physically 
weaker  than  men  and  are,  in  many  cases,  unable  to  perform  all 
the  operations  embraced  in  a  job;  they  have  less  incentive  in 
perfecting  their  skill  since  the  majority  of  them  do  not  look  for¬ 
ward  to  a  full  fife  of  industrial  employment;  they  are  less  regular 
in  their  attendance;  they  are  incapable  of  the  sustained  effort 
required  in  the  emergencies  of  overtime  work.  These  factors, 
among  others,  make  them,  on  the  whole,  less  productive  than  male 
labor;  consequently,  a  demand  for  absolute  equality  of  wages 
must  result  in  establishing  a  handicap  in  favor  of  the  male  worker 
in  the  competition  for  employment. 
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It  is  probable  that  few  disinterested  students  will  give  approval 
to  the  doctrine  of  equal  wages  when  it  is  applied  with  this  meaning 
and  with  the  purpose  of  excluding  women  from  employment.  At 
any  rate,  the  program  to  restrict  or  prohibit  woman  labor  whi(  h 
wins  support  from  public-spirited  citizens  rests  upon  considera¬ 
tions  of  broad  social  welfare,  not  upon  the  desire  to  give  artificial 
advantage  to  the  male  workers.  So  far  as  concerns  the  wages  of 
the  two  groups,  economic  justice  demands  no  more  than  that  the 
rate  of  wages  for  both  should  be  equal,  in  proportion  to  their  pro¬ 
ductive  efficiency.  It  is  in  the  first  of  the  two  senses  we  have 
been  considering  that  the  “equal  pay”  slogan  wins  approval. 

Wage  discrimination  against  women.  Even  if  we  thus  limit 
the  meaning  of  the  slogan,  however,  we  are  still  confronted  with  a 
problem  of  economic  justice  in  the  actual  working  of  the  industrial 
world.  The  woman  worker  has  consistently  been  underpaid,  as 
compared  with  the  male  worker,  relatively  to  her  productivity. 
Exhaustive  studies  of  the  condition  of  women  in  industry  carried 
out  in  England  during  the  Great  War,  disclosed  the  fact  that 
there  was  a  tendency  among  employers  everywhere  to  pay  a  lower 
wage  for  women  than  for  men  in  exchange  for  the  same  service. 
In  some  cases,  the  piece  rate  for  women  varied  from  one  third  to 
one  half  of  that  paid  to  men.  Certain  factories  paying  wages  on 
the  piece-rate  basis  were  found  to  have  lowered  their  rates  when 
women  were  employed  to  take  the  places  of  men  who  had  left  for 
military  service,  for  no  other  apparent  reason  than  that  the  new 
employees  were  women.  Similar  studies  in  this  country,  and 
elsewhere,  have  established  beyond  question  the  fact  that  it  is  not 
customary  to  pay  “equal  wages”  to  women,  even  in  the  first 
sense  in  which  this  term  is  used. 

The  discrimination  explained.  The  fact  that  women  workers 
are  systematically  victimized  in  this  way  is  difficult  to  account 
for,  except  on  the  basis  of  their  weaker  bargaining  power.  As 
compared  with  men,  women  are  notably  weak  in  defending  their 
interests  when  bargaining  with  an  employer.  To  their  naturally 
non-aggressive  and  timid  disposition,  are  added  other  handicaps 
which  arise  from  their  social  position  and  their  economic  environ¬ 
ment.  In  the  first  place,  their  labor  is  concentrated  for  the  most 
part  in  certain  definite  lines  of  employment  where  they  must  meet 
severe  competition  from  a  large  and  fluctuating  number  of  women 
workers  who  seek  part-time  or  temporary  employment  as  a  supple¬ 
ment  to  their  labor  in  the  home.  Again,  they  are  relatively 
“immobile”  as  compared  with  men;  it  is  difficult  for  them  to 
play  off  one  employer  against  another  when  this  involves  a 
change  of  residence.  Furthermore,  they  are  often  not  self-sup- 


PROBLEM  OF  CHILD  AND  WOMAN  LABOR  185 

porting  and  make  no  pretense  of  demanding  a  “living  wage”;  as 
subsidized  workers,  they  offer  cutthroat  competition  to  their  self- 
supporting  competitors,  both  male  and  female.  Again  they  look 
upon  their  employment  as  a  temporary  expedient  to  fill  in  the 
time  before  their  marriage,  and,  therefore,  are  less  intent  than 
men  upon  exacting  the  highest  possible  price  for  their  labor. 
Finally,  for  reasons  which  will  appear  later  in  our  study,  they  are 
unorganized  and,  to  a  great  degree,  unorganizable;  their  bargains 
are  made  as  individuals,  and  they  labor  under  all  the  handicaps 
which  the  isolated  worker  must  bear  in  the  modern  labor  market. 

Bearing  on  wage  theory.  This  customary  discrimination 
against  the  woman  worker  in  the  wage  contract  has  a  bearing  on 
our  theory  of  the  determinants  of  the  wage  rate  under  conditions 
of  competition.  In  another  place,  we  have  examined  the  econo¬ 
mist’s  law  of  wages,  finding  it  to  consist  in  the  statement  that 
money  wages,  under  competition,  will  tend  to  equal  the  value  of 
the  marginal  product  of  the  labor  group.  Our  discussion  of  this 
law  led  us  to  the  conclusion  that  it,  in  reality,  summed  up  the 
forces  which  determine  the  upper  limit  to  the  wage  rate,  un¬ 
der  given  conditions;  and  that  the  actual  rate  paid  to  any  in¬ 
dividual  worker  or  class  of  workers  would  be  fixed  with  reference 
to  this  maximum  by  the  relative  bargaining  power  of  employer 
and  worker.  This  conclusion  is  supported  by  the  facts  relative  to 
the  wages  of  women  in  industry.  When  we  find  that  women  are 
paid  less  for  the  same  performance  on  the  same  job  than  men,  for 
no  other  apparent  reason  than  that  they  lack  aggressiveness  as 
bargainers,  the  importance  of  the  element  of  bargaining  in  the 
establishment  of  actual  wage  rates  becomes  clear. 

To  the  extent  that  women  are  paid  a  truly  unequal  wage,  their 
competition  with  the  male  worker  is  “unfair”  competition. 
Business  men  are  familiar  with  analogous  situations  in  the  market 
for  commodities.  The  practice  of  “dumping”  in  international 
trade  —  sporadic  unloading  on  a  foreign  market  of  excess  supplies 
of  goods  at  prices  below  the  cost  of  production  —  is  generally  con¬ 
sidered  unfair  to  the  domestic  producer,  the  temporary  cutting  of 
prices  below  cost  by  a  would-be  monopolist  for  the  purpose  of 
ruining  small  competitors,  is  condemned  both  by  business  moral¬ 
ity  and  considerations  of  economic  welfare;  Government  subsidies 
to  certain  favored  producers  in  a  competitive  field  are  similarly 
condemned.  These  are  conditions  similar  to  that  in  which  the 
male  worker  finds  himself  when  forced  to  compete  for  employment 
with  a  supply  of  labor  which  may  be  bought  for  less  than  it  is  worth 
in  terms  of  productivity.  Such  competition  tends  to  lower  the 
wage  rate  for  all  workers  in  the  industry  below  the  point  which 
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measures  the  laborer’s  economic  worth;  it  nullifies  the  efforts  ot 
the  organized  workers  to  obtain  economic  justice  through  an  in¬ 
crease  of  bargaining  power;  it  gradually  degrades  the  standard  of 
life. 

The  remedy.  The  remedy  for  this  situation  is  to  apply,  in  its 
true  sense,  the  doctrine  of  equal  pay  for  equal  work.  This  might 
be  done  through  the  medium  of  minimum-wage  laws  for  women, 
though  this  device  is  unreliable  in  that  it  employs  an  arbitrary, 
and  not  an  economic  test  of  fair  wages.  The  best  and  most  per¬ 
manent  solution  lies  along  the  line  of  increasing  the  bargaining 
power  of  women  workers  by  organization  for  collective  action. 
Difficulties  in  the  way  of  unionizing  women  workers  are  disappear¬ 
ing  under  the  action  of  those  forces  in  the  modem  industrial 
world  —  e.g.,  delayed  marriage  and  the  increasing  economic  in¬ 
dependence  of  women  —  which  tend  to  give  the  woman  worker  a 
recognized  and  a  permanent  place  in  the  labor  market. 

2.  Position  oe  the  Child  and  Woman  Wage-Earner 
in  the  United  States 

Child  labor.  The  economic  importance  of  children  has  always 
been  recognized,  but  it  is  since  the  advent  of  power  machinery 
that  their  labor  has  become  competitive  with  that  of  men  and 
women.  The  modern, factory  has  thus  given  rise  to  another 
serious  social  and  economic  problem.  Before  attempting  to  in¬ 
dicate  the  evils  connected  with,  and  resulting  from,  child  labor, 
it  is  desirable  to  have  at  hand  some  of  the  facts  concerning  the 
nature  and  extent  of  it  in  our  country. 

Prior  to  1870  there  were  no  statistics  compiled  of  the  number  of 
children  gainfully  employed;  in  that  year  there  were  reported 
739,164  children  between  10  and  15  years  of  age  at  work,  of  whom 
1x4,628  were  in  manufacturing  plants.  In  1880  the  census  gave 
1,118,356  children  from  10  to  15  employed,  or  16.8  per  cent  of  that 
age  group  total.  In  1900  the  number  was  1,750,178  or  18  per 
cent.  In  1910  almost  two-million  children  between  10  and  15  were 
engaged  in  remunerative  occupations;  officially  1,990,225.  They 
made  up  12  per  cent  of  all  persons  employed  in  agriculture,  and 
over  two  per  cent  of  persons  engaged  in  other  employments. 
About  two  thirds  of  them  were  boys.  After  1910  there  was  a 
decrease  in  the  number  of  child  workers;  this  may  have  been 
a  real  advance,  or  merely  due  to  the  depression.  Whichever  it 
was,  the  War  stopped  it,  and  a  rapid  increase  occurred.  This 
increase,  as  indicated  by  school  certificates,  went  as  high  as  400 
per  cent  in  at  least  one  large  city  (Lowell,  Mass.).  (After  the  War, 
when  production  was  curtailed,  the  numbers  employed  again 
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began  to  fall  off.  In  1920  there  were  only  1,060,858  child  workers 
tabulated.  This  figure  was  abnormal,  however,  for  several  rea¬ 
sons.  .  First,  the  Federal  Child  Labor  Tax  Law,  later  declared  un¬ 
constitutional,  was  then  in  force;  also,  the  census  was  taken  in 
January  when  many  children  who  work  on  the  farms  would 
escape  enumeration.  Nevertheless,  the  decade  1910-1920  was 
the  first  in  forty  years  in  which  there  was  any  indication  of  a  de¬ 
crease  in  the  number  of  young  folks  at  work. 

Occupations  of  children.  The  question  naturally  comes  to 
mind,  What  sort  of  work  do  these  children  do?  A  glance  at  the 
following  brief  tabulation  answers  this. 

647,000  children  work  in  agriculture 
185,000  work  in  manufacturing 
80,000  work  in  clerical  occupations 
63,000  work  in  trade 

54,000  work  in  domestic  and  personal  service 
19,000  work  in  transportation 
3,500  work  in  professional  service 
1,130  work  in  public  service 

The  census  takes  no  notice  of  children  under  10,  but  investiga¬ 
tions  show  that  there  are  many  of  these  at  work  in  the  beet  fields, 
cotton  plantations,  cranberry  bogs,  and  other  farm  work,  as  well 
as  in  street  trades,  tenement  home  work,  domestic  service,  and 
canneries.  Neither  does  the  census  take  account  of  those  who 
manage  to  attend  school  at  least  half  time,  no  matter  how  much 
their  earning  may  interfere  with  school  work. 

The  States  with  the  largest  percentages  of  child  workers  are  ten 
of  the  Southern  States,  Rhode  Island,  and  Massachusetts.  The 
Southern  States  stand  in  this  unenviable  position  chiefly  because 
of  the  predominance  of  agriculture  there.  The  New  England 
States  have  a  larger  proportion  of  children  in  non-agricultural 
work  than  any  other  section.  Pennsylvania  has  the  largest  num¬ 
ber  employed  in  manufacturing,  although  her  large  population 
keeps  the  percentage  low. 

Child  labor  on  farms  does  not  mean  doing  a  few  chores;  the 
census  counts  as  child  labor  only  that  toil  which  constitutes  a 
material  addition  to  the  labor  income  of  the  farm.  Thousands  of 
children  are  hired  out  as  farm  laborers  to  people  quite  outside  of 
their  own  families.  Furthermore,  this  is  the  easiest  occupation  in 
which  to  utilize  the  work  of  those  under  10  years.  In  Texas  local 
papers  tell  of  cotton-picking  contests  between  boys  five  years  old. 
In  New  Jersey  they  crawl  on  their  hands  and  knees  in  the  cran¬ 
berry  bogs.  In  Michigan  the  beet  growers  give  preference  to  con- 
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tract  laborers  who  have  large  families  that  can  be  used  in  the 
fields.  It  is  in  this  phase  of  the  problem  that  the  law  has  so  far 
failed  to  even  attempt  much  improvement. 

In  the  factories  the  law  has  been  more  active.  The  year  192c 
showed  a  decrease  of  29  per  cent  in  the  number  of  child  factory 
hands,  although  185,337  children  between  the  ages  of  10  and  15 
were  still  at  work.  About  9500  of  these  were  under  14,  the 
usual  legal  minimum.  The  chief  employing  industries  were  the 
textiles,  which  used  54,000. 

Industrial  home  work  cannot  be  gauged  by  census  figures,  but 
there  is  no  doubt  that  a  great  deal  of  it  is  carried  on.  Wherever 
it  is  found,  child  labor  is  also  found,  with  results  that  can  easily 
be  imagined.  A  recent  study  in  three  New  England  cities  showed 
5000  children  under  16,  or  7.6  per  cent  of  the  entire  child  popula¬ 
tion  engaged  in  industrial  home  work.  Many  of  them  admitted 
that  they  suffered  from  eye-strain.  Half  of  these  children  earned 
less  than  five  cents  an  hour;  four  fifths  less  than  ten  cents. 

The  canneries  have  long  been  known  as  exploiters  of  child 
labor.  They  require  long  hours  and  pay  very  poorly.  The  con¬ 
ditions  of  work  are  very  bad.  The  mines  are  also  users  of  chil¬ 
dren,  although  they  can  point  to  a  decrease  in  the  past  decade. 
Not  many  children  work  underground,  but  the  breakers  claim 
many.  There  is  a  high  rate  of  accident,  which  in  itself  should  be 
sufficient  to  cause  the  exclusion  of  children. 

No  discussion  of  child  labor  would  be  complete  without  some 
mention  of  the  children  at  work  in  the  city  streets.  Newspaper 
selling  is  the  leading  trade,  with  bootblacking  next.  The  census 
cannot  give  a  complete  enumeration  of  these  trades,  for  the  same 
reasons  that  make  street  trade  laws  hard  to  enforce.  The  big 
objection  to  street  work  is  that  it  is  so  apt  to  lead  to  juvenile  de¬ 
linquency  in  one  form  or  another. 

Evils  of  child  labor.  The  evils  of  child  labor  will  be  apparent  to 
any  one  who  will  give  the  matter  thought.  The  child  is  almost 
certain  to  be  injured  physically,  whether  it  be  from  lifting  too 
heavy  loads,  or  from  working  in  a  posture  of  strain,  or  from  con¬ 
tracting  a  disease  from  unhealthy  surroundings.  He  is  deprived 
of  his  natural  period  of  play  and  development,  which  is  coming 
to  be  held  as  absolutely  vital  to  a  proper  maturity.  He  is  de¬ 
prived  of  an  education.  Even  if  he  continues  to  attend  school,  he 
will  be  irregular  and  in  danger  of  retardation.  Agriculture  is  the 
worst  offender  in  keeping  children  from  school,  although  for  those 
above  fourteen  the  industrial  States  show  an  abrupt  drop  in  school 
attendance.  The  States  in  which  the  most  child  labor  is  employed 
are  almost  without  exception  the  ones  showing  the  highest  per- 
,  centage  of  illit  eracy. 
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From  the  point  of  view  of  society,  there  are  equal  objections. 
A  physically  unfit  child  is  a  social  liability,  with  unpleasant  pro¬ 
spects  for  the  next  generation;  how  much  more  so  is  mentally,  or 
morally,  an  undeveloped  one.  Obviously  such  conditions  are  not 
compatible  with  the  American  system  of  democracy.  And  from 
the  so-called  purely  practical  viewpoint  of  the  workingman,  the 
child  in  industry  is  a  competitor  of  the  most  insidious  nature. 

Legal  regulation.  What,  then,  have  we  as  an  organized  Govern¬ 
ment  done  to  improve  matters?  During  the  past  decade  two 
Federal  Child  Labor  Laws  have  been  in  operation.  Each  was  in 
turn  declared  unconstitutional  by  the  United  States  Supreme 
Court.  The  only  hope  lay  in  an  amendment  to  the  Constitution 
to  permit  Congress  to  legislate  upon  this  matter.  This  amend¬ 
ment  has  been  passed,  and  is  now  (1924)  before  the  States  for 
ratification.  This  aims  merely  to  permit  legislation,  which  it  is 
hoped  will  be  early  in  forthcoming. 

Practically  every  State  has  some  laws  in  regard  to  the  work  of 
children.  Forty-six  of  them  fix  the  minimum  age  for  factory  work 
at  14  years  or  higher,  while  only  one  has  no  minimum.  Thirty 
States  limit  the  working-day  for  children  under  16  to  8  hours,  while 
17  States  permit  9,  10,  or  even  11  hours  a  day,  and  one  has  no 
limit.  Thirty-eight  States  prohibit  night  work  for  children  under 
16;  5  more  allow  certain  exemptions,  while  4  have  no  prohibition 
at  all.  Twenty-six  States  prohibit  children  from  working  in 
mines  and  quarries,  7  more  from  mines  only,  while  15  States  per¬ 
mit  them  to  work  in  both  mines  and  quarries.  Only  10  States 
have  state-wide  laws  applying  to  the  street  trades.  Eighteen 
States  have  no  definite  educational  requirement  for  children  leav¬ 
ing  school  to  go  to  work,  and  only  12  require  the  completion  of  the 
eighth  grade.  There  is  practically  no  legislation  regarding  work 
in  agriculture  or  domestic  service.  School  attendance  laws  are 
often  a  dead  letter  in  the  rural  sections,  and  street  trade  laws  are 
almost  impossible  to  enforce.  There  is  plenty  of  room  for  ad¬ 
vancement  along  these  lines. 

Woman  labor  in  the  United  States.  Women  have  always  been 
economically  important  to  the  industrial  progress  of  the  race. 
Since  the  beginning  of  the  factory  system,  women  have  come  to 
the  front  as  an  integral  part  of  it.  Even  in  the  early  days  'of  this 
country,  when  women  are  popularly  supposed  to  have  stayed  in 
the  home,  it  is  evident  that  over  a  hundred  occupations  were  open 
to  women.  In  the  first  half  of  the  nineteenth  century  they 
entered  the  factories  in  increasing  numbers.  But  no  factory  class 
had  developed,  and  most  of  the  women  workers  were  simply  there 
temporarily.  During  the  Civil  War  many  women  were  thrown 
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upon  their  own  resources,  and  entered  the  factories;  thereafter, 
they  entered  into  more  active  competition  with  the  men. 

In  1880  there  were  2,647,157  females  over  10  years  of  age 
engaged  in  gainful  occupations;  in  1900  the  number  was  5)3T9>397> 
or  19  per  cent  of  all  the  women  in  the  United  States.  In  1910 
there  were  8,075,000  women  gainfully  employed,  or  one  fifth  of  all 
gainfully  employed  persons  in  the  United  States.  In  this  decade 
the  increase  of  women  workers  outside  the  home  was  45  per  cent; 
the  increase  of  men  workers  was  only  30  per  cent.  With  the 
entrance  of  the  United  States  into  the  War  in  1917  another  million 
women  entered  industry.  It  was  estimated  that  in  1922  there 
were  12,000,000  women  in  gainful  occupations  in  the  United 
States. 

Occupations  of  women.  Women  have  invaded  practically 
every  kind  of  work.  There  is  not  an  industry  listed  in  the  United 
States  in  which  women  are  not  employed.  The  list  includes 
chemical  works,  clothing  manufacture,  corset,  glove,  and  hat 
factories,  candy  factories,  clock,  watch,  and  jewelry  factories, 
paint  factories,  munitions  and  fireworks  factories,  soap  factories, 
the  manufacture  of  food  products,  shoe  factories,  box  factories, 
wagon  and  carriage  manufacture,  the  production  of  leather  and 
leather  products,  shoe  factories,  printing  and  publishing  works, 
the  manufacture  of  paper  products,  button  factories,  rubber 
factories,  straw  factories,  laundries,  cotton,  knitting,  woolen, 
lace,  linen,  silk,  and  carpet  mills.  More  than  half  the  workers 
in  the  textile  and  bookbinding  trades,  and  one  third  of  those  in 
the  canning  industry,  are  women.  Office  staffs  in  every  kind  of 
business  invariably  contain  many  women.  Over  one  sixth  of  the 
people  in  the  wholesale  and  retail  trades  are  females;  and  they 
make  up  one  half  of  the  workers  in  professional  service,  and  two 
thirds  of  those  in  domestic  service. 

Wages  of  women.  The  wages  of  women  in  industry  are  quite 
inadequate,  much  below  the  remuneration  of  men  even  when  the 
work  done  is  of  a  similar  nature.  In  1900  the  median  rate  of 
wages  for  women  in  all  industries  was  53  per  cent  of  the  rate  for 
men.  In  California  in  1915-16  a  majority  of  the  women  workers 
received  less  than  $10  a  week,  ranging  from  48  per  cent  in  the 
printing  trades  to  94  per  cent  in  the  5  and  10  cent  stores.  In 
Minnesota  in  1918-19  one  third  of  51,000  women  wage-earners 
were  getting  less  than  $10  a  week.  In  Kansas  the  median  wage 
to  women  in  1919  and  1920  was  $11.95,  with  20  per  cent  of  the 
women  earning  less  than  $9.  In  Ohio  in  1919,  14  per  cent  of  the 
women  workers  were  receiving  less  than  $10  per  week,  and  52  per 
cent  less  than  $15  a  week.  The  Bureau  of  Labor  Statistics  made 
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a  survey  in  1920  which  showed  that  several  leading  industries, 
such  as  the  manufacture  of  candy,  paper  boxes,  hosiery,  knitted 
underwear,  and  overalls,  the  women  employed  received  less  than 
a  living  wage;  and  this  in  a  period  when  the  demand  for  workers 
was  great,  and  wages  high. 

Legal  regulation.  The  States  also  undertake  to  regulate  the 
work  of  women  to  some  extent.  A  number  of  them  require  an 
eight-hour  day,  or  a  forty-eight-hour  week,  although  the  majority 
permit  nine,  ten,  or  even  more  hours,  and  four  have  no  limitation 
at  all.  Twelve  require  a  day  of  rest;  14  specify  as  to  the  noon- 
hour;  and  13  will  not  allow  more  than  five  or  six  hours  of  contin¬ 
uous  work.  Night  work  in  at  least  one  industry  is  prohibited 
in  13  States.  Mothers’  pensions  are  granted  in  40  States. 

Altogether  it  appears  that  not  much  progress  has  been  made 
in  labor  legislation  for  women. 


CHAPTER  VII 

THE  PROBLEM  OF  INDUSTRIAL  ACCIDENT 

i.  The  Machine  Process  and  Industrial  Accident  1 
Extent  of  work  accidents.  Work  accidents  in  the  United 
States,  according  to  the  best  attainable  estimates,  annually  cause 
more  than  35,000  deaths  and  about  2,000,000  injuries,  whereof 
probably  500,000  produce  disability  lasting  more  than  one  week. 
To  employ  a  telling  comparison  frequently  made,  the  industrial 
casualties  of  a  single  year  in  this  country  alone  equal  the  average 
annual  casualties  of  the  American  Civil  War,  plus  all  those  of  the 
Philippine  War,  increased  by  all  those  of  the  Russo-Japanese  War. 
As  many  men  are  killed  each  fortnight  in  the  ordinary  course  of 
work  as  went  down  with  the  “Titanic.”  This  single  spectacular 
catastrophe  appalled  the  civilized  world  and  compelled  govern¬ 
mental  action  in  two  hemispheres;  while  the  ceaseless,  day-by-day 
destruction  of  the  industrial  juggernaut  excites  so  little  attention 
that  few  States  take  the  trouble  to  record  the  deaths  and  injuries. 

The  point  especially  to  be  emphasized  in  this  connection  is  that 
the  appalling  waste  of  life  revealed  by  the  above  cited  estimates 
is,  in  great  part,  unavoidable.  Doubtless  the  number  of  work 
accidents  may  be  considerably  reduced  in  the  United  States,  as  it 
has  been  reduced  in  Europe,  by  preventive  measures.  Yet  when 
all  possible  precautions  have  been  taken  modern  industry  will 
continue  to  exact  a  fearful  toll  of  life  and  limb.  Even  in  the 
German  Empire,  which  leads  the  world  in  accident  prevention, 
there  were  reported  in  19 11,  the  last  year  for  which  statistics  are 
available,  662,321  work  accidents,  whereof  9687  terminated 
fatally  and  142,965  caused  disability  for  more  than  thirteen 
weeks.  Scientific  accident  prevention  in  Germany  has  produced 
a  lower  accident  rate  and  a  much  lower  rate  of  fatal  accidents  than 
obtains  in  the  United  States,  but  it  has  left  the  total  casualty  list 
of  industry  deplorably  large.  Indeed,  the  number  of  work  in- 

1  Adapted  from  History  of  Work  Accident  Indemnity  in  Iowa,  by  E.  H.  Downey, 
pp.  1-5.  The  State  Historical  Society  of  Iowa,  publisher. 
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juries  in  Germany,  as  elsewhere,  is  increasing,  both  absolutely 
and  relatively  to  the  numbers  employed,  as  industrial  develop¬ 
ment  goes  forward.  The  ugly  fact  is  that  work  accidents,  in  the 
main,  are  due  to  causes  inherent  in  mechanical  industry  on  the  one 
hand,  and  in  the  hereditary  traits  of  human  character  on  the  other 
hand. 

Causes  of  accident.  In  the  first  place,  a  high  degree  of  hazard 
inheres  in  present-day  methods  of  production.  Modern  technol¬ 
ogy  makes  use  of  the  most  subtle  and  resistless  forces  of  nature  — 
forces  whose  powers  of  destruction  when  they  escape  control  are 
fully  commensurate  with  their  beneficent  potency  when  kept  in 
command.  Moreover,  these  forces  operate  not  the  simple  hand 
tools  of  other  days,  but  a  maze  of  complicated  machinery  which 
the  individual  workman  can  neither  comprehend  nor  control, 
but  to  the  movements  of  which  his  own  motions  must  closely  con¬ 
form  in  rate,  range,  and  direction.  Nor  is  the  worker’s  danger 
confined  to  the  task  in  which  he  is  himself  engaged,  nor  to  the 
appliances  within  his  vision.  A  multitude  of  separate  operations 
are  combined  into  one  comprehensive  mechanical  process,  the 
successful  consummation  of  which  requires  the  cooperation  of 
thousands  of  operatives  and  of  countless  pieces  of  apparatus  in 
such  close  interdependence  that  a  hidden  defect  of  even  a  minor 
part,  or  a  momentary  lapse  of  memory  or  of  attention  by  a  single 
individual  may  imperil  the  lives  of  hundreds.  A  tower  man 
misinterprets  an  order,  or  a  brittle  rail  gives  way,  and  a  train 
loaded  with  human  freight  dashes  to  destruction.  A  miner 
tamps  his  “shot”  with  slack  and  dust  explosion  wipes  out  a  score 
of  lives.  A  steel  beam  yields  to  a  pressure  that  it  was  calculated 
to  bear  and  a  rising  skyscraper  collapses  in  consequence,  burying 
a  small  army  of  workmen  in  the  ruins. 

In  the  second  place,  human  nature,  inherited  from  generations 
that  knew  not  the  machine,  is  imperfectly  fitted  for  the  strain  put 
upon  it  by  mechanical  industry.  Safely  to  perform  their  work 
the  operatives  of  a  modern  mill  or  railway  should  think  consist¬ 
ently  in  terms  of  those  mechanical  laws  to  which  alone  present- 
day  industrial  processes  are  amenable.  They  should  respond 
automatically  to  the  most  varied  mechanical  exigencies,  and 
should  be  as  insensible  to  fatigue  and  as  unvarying  in  behavior 
as  the  machines  they  operate. 
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Manifestly  these  are  qualities  which  normal  human  beings  do 
not  possess  in  anything  like  the  requisite  degree.  The  common 
man  is  neither  an  automaton  nor  an  animated  slide-rule.  His 
movements  fall  into  a  natural  rhythm,  indeed,  but  the  beat  is 
both  less  rapid  and  more  irregular  than  the  rhythm  of  most 
machines  —  with  the  consequence  that  he  fails  to  remove  his 
hand  before  the  die  descends  or  allows  himself  to  be  struck  by  the 
recoiling  lever.  It  requires  an  appreciable  time  for  the  red  light  or 
the  warning  gong  to  penetrate  his  consciousness,  and  his  response 
is  apt  to  be  tardy  or  in  the  wrong  direction.  Fatigue,  also,  over¬ 
comes  him,  slowing  his  movements,  lengthening  his  reaction  time, 
and  diminishing  his  muscular  accuracy  —  thereby  trebly  enhanc¬ 
ing  his  liability  to  accident. 

The  machine  technology,  in  fact,  covers  so  small  a  fraction  of 
the  life-history  of  mankind  that  its  discipline  has  not  yet  produced 
a  mechanically  standardized  race,  even  in  those  communities  and 
classes  that  are  industrially  most  advanced.  And  so  there  is  a 
great  number  of  work  injuries  due  to  the  “negligence  of  the  in¬ 
jured  workman”  —  due,  that  is  to  say,  to  the  shortcomings  of 
human  nature  as  measured  by  the  standards  of  the  mechanician. 
This  maladjustment  is  aggravated  by  the  never-ceasing  extension 
of  machine  methods  to  new  fields  of  industry,  and  the  continued 
influx  of  children,  women,  and  untrained  peasants  into  mechanical 
employments.  Accordingly,  the  proportion  of  accidents  attribut¬ 
able  to  want  of  knowledge,  skill,  strength,  or  care  on  the  part  of 
operatives  appears  everywhere  to  be  increasing. 

There  is,  then,  no  prospect  that  the  “carnage  of  peace”  will  be 
terminated,  as  the  carnage  of  war  may  be,  within  the  predictable 
future.  An  industrial  community  must  face  the  patent  fact  that 
work  injuries  on  a  tremendous  scale  are  a  permanent  feature  of 
modern  life.  Every  mechanical  employment  has  a  predictable 
hazard;  of  a  thousand  men  who  climb  to  dizzy  heights  in  erecting 
steel  structures  a  certain  number  will  fall  to  death,  and  of  a  thou¬ 
sand  girls  who  feed  metal  strips  into  stamping  machines  a  certain 
number  will  have  their  fingers  crushed.  So  regularly  do  such 
injuries  occur  that  every  machine-made  commodity  may  be  said 
to  have  a  definite  cost  in  human  blood  and  tears  —  a  life  for 
so  many  tons  of  coal,  a  lacerated  hand  for  so  many  laundered 
shirts- 
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2.  The  Incidence  of  Work  Accidents  1 

Who  bears  the  cost?  Work  accidents,  in  the  nature  of  the  case, 
are  sustained  principally  by  wage-earners,  who  are  substantially 
propertyless  as  a  matter  of  course,  who  have  no  savings  to  speak 
of,  and  whose  incomes,  for  the  most  part,  are  too  small  to  leave 
any  adequate  margin  for  accident  insurance.  The  almost  total 
absence  of  property  or  savings  among  wage-workers  is  abundantly 
demonstrated  by  tax  returns  and  the  records  of  savings  banks 
and  life  insurance  companies.  But  wages  statistics  are  yet  more 
conclusive  to  the  same  effect.  More  than  half  of  the  workmen 
injured  in  the  Pittsburgh  district  in  1907  were  earning  less  than 
$15  weekly  (making  no  allowance  for  unemployment)  at  the  time 
of  injury.  Of  the  men  sustaining  industrial  injuries  in  Minnesota 
in  1909-10,  47  per  cent  were  receiving  less  than  $12.50  and  78 
per  cent  were  receiving  less  than  $15  weekly. 

It  needs  no  argument  to  show  that  families  in  receipt  of  incomes 
such  as  these  can  have  neither  property,  savings  accounts  nor 
insurance.  And  this  conclusion,  finally,  is  corroborated  by  in¬ 
vestigations  into  the  insurance  actually  carried  by  wage-workers. ; 
Of  132  married  men  killed  in  Pittsburgh,  only  6  had  insurance  in 
substantial  amount  and  only  25  out  of  214  left  savings,  insurance, 
and  trade-union  and  fraternal  benefits  to  the  amount  of  $500 
each.  In  New  York  State  175  workingmen  who  suffered  fatal  oP 
permanently  disabling  accidents  had  insurance  in  the  aggregate 
sum  of  $18,635.  Nor  are  these  extreme  instances  selected  to 
make  out  a  case.  The  average  value  of  13,488,124  “industrial 
insurance”  policies  in  force  in  1902  was  only  $135.  The  unvar¬ 
nished  fact  is  that  the  wage-earner  neither  does,  nor  can,  provide' 
for  the  contingencies  of  sickness,  accident,  and  unemployment.’ 

To  the  wage-worker,  then,  even  when  no  one  but  himself  is  de¬ 
pendent  on  his  earnings,  the  loss  of  a  few  weeks’  wages  means 
serious  privation,  and  permanent  incapacity  means  beggary? 
But  quite  half  the  victims  of  work  accidents  are  married  men,  and 
a  majority  of  even  the  unmarried  contribute  to  the  support  of 
others.  For  example,  of  467  fatal  accidents  in  Allegheny  County; 
Pennsylvania,  258  were  sustained  by  married  men  and  129  others' 
by  regular  contributors  to  the  support  of  relatives;  whereas  only 

1  Adapted  from  History  of  Work  Accident  Indemnity  in  Iowa,  by  E.  H.  Downey, 
pp.  6-8.  The  State  Historical  Society  of  Iowa,  publisher. 
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So  of  the  467  dead  were  wholly  without  dependents.  Of  285  fatal 
accidents  investigated  in  Cuyahoga  County,  Ohio,  176  were 
suffered  by  heads  of  families.  Of  1476  men  killed  on  the  job  in 
New  York  State,  679  were  the  sole  supporters  of  1775  dependents, 
167  were  the  principal  supporters  of  520  dependents  and  252  con¬ 
tributed  to  the  support  of  668  relatives  —  leaving  but  378,  or  35 
per  cent  of  the  whole  number  of  deceased,  entirely  without  eco¬ 
nomic  responsibilities.  In  Wisconsin  43  per  cent  of  the  injured 
workmen  whose  conjugal  conditions  could  be  learned  by  the 
State  Bureau  of  Labor  were  married. 

A  serious  work  accident,  therefore,  commonly  deprives  a  neces¬ 
sitous  family  of  its  sole,  or  chief,  or  at  least  a  very  important, 
source  of  income.  The  inevitable  result,  in  the  absence  of  syste¬ 
matic  accident  indemnity,  is  poverty,  and  the  long  train  of  social 
evils  that  spring  from  poverty.  It  is  not  only  that  victims  of 
unindemnified  work  accidents  suffer  prolonged  incapacity  and 
often  needless  death  from  want  of  means  to  obtain  proper  care, 
not  only  that  families  are  compelled  to  reduce  a  standard  of  living 
already  low,  and  that  women  and  children  are  forced  into  employ¬ 
ments  unsuited  to  their  age  and  sex,  with  resultant  physical  and 
moral  deterioration;  but  it  is  that  the  ever-present  fear  of  unde¬ 
served  want  goes  far  to  impair  that  spirit  of  hopefulness  and 
enterprise  upon  which  industrial  efficiency  so  largely  depends. 

3.  Needless  Coal-Mine  Accidents  —  A  Program  for 
Their  Prevention  1 

Human  costs  in  coal  mining.  My  first  trip  underground  in  a 
coal  mine  was  twenty-three  years  ago,  but  I  became  especially 
interested  in  coal-mine  accidents  at  the  time  of  the  Illinois  Cherry 
Mine  Disaster  in  1909.  That  catastrophe,  where  259  were  killed, 
resulted  in  some  improvements  in  mine  practice  and,  with  other 
mine  disasters  of  the  period,  led  to  the  creation  in  1910  of  the 
United  States  Bureau  of  Mines.  Its  first  director,  Dr.  Holmes, 
until  his  untimely  death,  was  an  officer  of  the  Association  for 
Labor  Legislation.  For  fifteen  years  —  in  the  midst  of  many 
other  activities  —  we  have  attempted  to  follow  the  general  pro¬ 
gress  of  scientific  research  and  to  aid  in  the  practical  application 
of  improved  safety  measures. 

1  Adapted  from  the  pamphlet,  “  Needless  Coal-Mine  Accidents  ”  by  John  B. 
Andrews.  Published  by  the  American  Association  for  Labor  Legislation. 
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Safety  in  this  country  has,  up  to  this  time,  received  most  public 
attention  in  factories.  Probably  this  is  due  in  part  to  the  presence 
of  women  and  children  in  manufacturing  establishments,  but  it  is 
also  because  factories  are,  day  after  day  in  many  thousands  of 
communities,  much  more  under  the  eye  of  our  citizens.  Coal 
mines  are  much  more  remote.  They  are  thought  of  principally  in 
relation  to  the  price  of  coal.  And  the  human  cost  of  mining  coal 
—  the  maimed  bodies  and  shortened  lives  of  those  who  dig  down 
into  the  earth  —  has  not  received  sufficient  public  attention. 

There  is  a  powerful  labor  organization  in  this  industry,  but  it 
has  concentrated  its  attention  principally  upon  the  obviously 
important  matters  of  wages  and  hours.  Some  mine  operators, 
we  find,  are  making  splendid  efforts  to  reduce  accidents;  many 
others  are  “leaving  safety  to  chance.” 

I  have  found  among  mining  engineers  as  well  as  among  coal 
operators  a  surprising  readiness  to  assert  that  of  course  the  cost  of 
needed  safety  precautions  must  be  added  to  the  price  of  coal.  Is 
this  declaration  warranted  by  the  facts?  The  profits  made  by 
many  coal  companies  do  not  suggest  that  all  of  the  cost  of  pre¬ 
venting  coal-mine  accidents  need  be  passed  on  to  those  who  buy 
the  coal.  Moreover,  accident  prevention  work,  in  thousands  of 
instances,  has  paid  for  itself. 

Indifference  to  safety  in  the  United  States.  More  intensive 
study  of  this  problem  during  the  past  year,  in  Europe  as  well  as  in 
this  country,  I  regret  to  say,  has  left  me  sorely  troubled  by  the 
appalling  and  needless  hazards  in  our  coal  industry. 

In  the  United  States  we  are  killing  coal  miners  three  times  as 
fast  as  they  kill  them  in  Great  Britain.  I  have  great  interest  in 
the  safety  movement  in  America.  I  point  with  pride  to  it  at  every 
opportunity.  But  we  will  probably  all  agree  that  the  way  to  get 
the  best  results  in  any  industry  is  to  face  the  facts  and  then  make 
use  of  them. 

It  happens  that  for  1919,  1920,  and  1921,  the  latest  years  for 
which  comparable  statistics  are  available,  our  fatality  rate  per 
thousand  coal  miners  employed  has  been  a  little  more  than  three 
times  as  great  as  their  fatality  rate  in  the  United  Kingdom. 

Voluminous  government  reports  have  been  saying  this  in  tabu¬ 
lar  statements.  But  the  fact  has  not  as  yet  “got  over”  to  the 
public. 
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Fatality  Rate  per  iooo  Workers 


Year  United  Kingdom  United  States  Ratio 

1919  .  .94  3-°3  3-22 

1920  .  .88  2.92  3-32 

1921" .  .66  2.42  3-^7 


•  In  both  countries  during  1921  the  mines  were  closed  for  a  considerable  period. 


Moreover,  one  may  point  out,  as  did  a  leading  statistician  be¬ 
fore  the  National  Safety  Council  in  1923,  that  “More  disturbing 
than  the  appalling  greater  fatality  rate  is  the  fact  that  the  relative; 
fatality  rates,  though  fluctuating  rather  widely,  show  on  the 
whole  a  decided  increase.” 

As  clearly  brought  out  at  the  Chicago  conference  of  the  As-i 
sociation  for  Labor  Legislation  in  1922  by  Geo.  S.  Rice,  chief; 
mining  engineer,  and  Wm.  W.  Adams,  statistician,  of  the  United, 
States  Bureau  of  Mines,  “Over  a  period  of  ten  years  (1911-1920) 
the  average  fatality  rate  has  been  1.2  in  Great  Britain  and  4.3  in 
the  United  States.”  1 

But  in  the  United  States  the  coal  seams  are  in  general  much; 
thicker  and  more  accessible  and  we  employ  more  and  larger  ma-i 
chinery.  Naturally  our  output  per  man  employed  is  several- 
times  greater.  This  has  suggested  to  the  apologists  for  our 
shameful  fatality  record  that  we  should  measure  our  fatality  rate; 
by  output  in  tons  rather  than  by  the  number  of  human  beings 
killed  per  thousand  of  full-time  workers.  I  am  glad  to  note  that 
the  secretary  of  the  Pennsylvania  Department  of  Labor  and  In¬ 
dustry  —  a  statistician  of  international  reputation  —  has  branded, 
this  suggestion  “to  measure  deaths  and  disabilities  of  workers  on 
a  tonnage  basis”  as  “utterly  erroneous  and  bad  statistics.”  Dr.| 
Meeker  properly  adds:  “The  only  just  and  accurate  basis  of  refers 
ence  is  the  man  hours  worked,  during  which  time  the  workers  were 
exposed  to  the  hazards  of  industrial  accidents.  .  .  .  The  lower 
fatality  rate  per  thousand  tons  is  due  to  the  fact  that  human  lives 
are  sacrificed  to  the  God  of  Big  Output.” 

But  despite  the  unfairness  of  the  tonnage  basis,  it  may  be  in-* 
teresting  to  note  that  while  the  American  miner  produces  more 
than  three  times  as  much  coal  as  does  his  British  competitor,  the 
comparative  fatalities  are  as  1.  to  1.16  per  million  tons  mined. 

Bituminous  mine.  Turning  to  the  hazards  in  the  bituminous 
coal  industry  of  the  United  States  we  And  the  fatality  rate  still 
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higher  than  for  the  coal  industry  as  a  whole.  During  the  ten 
years  to  1922,  the  United  States  Bureau  of  Mines  reports  that  at 
the  bituminous  coal  mines  alone  there  were  killed  18,243  miners,; 
the  average  fatality  rate  being  4.30  per  1000  employed. 

Of  the  average  of  1824  bituminous  coal  miners  killed  each  year 
about  one  half  met  their  death  from  falls  of  roof  and  coal,- 
about  18  per  cent  were  killed  by  mine  cars  and  locomotives,  about 
12  per  cent  by  gas  and  coal-dust  explosions,  and  the  remaining, 
one  fifth  lost  their  lives  from  other  causes.  s 

“No  general  statistics  are  available  on  non-fatal  injuries  in  the 
bituminous  coal  industry,  because  there  is  no  uniformity  among 
the  States  in  reporting  such  accidents.”  This  “daily  sniping”  of 
miners  underground  is  not  yet  counted  for  the  whole  country. 

But  from  compensation  insurance  experience  in  Pennsylvania: 
it  is  estimated  that  the  bituminous  coal  industry  in  that  State., 
alone  loses  approximately  1,165,900  days’  service  yearly  on  ac¬ 
count  of  about  28,800  serious  non-fatal  accidents,  which  result 
in  a  compensation  cost  of  approximately  $1,497,000  annually.; 
There  is  also  to  be  considered  the  property  and  production  loss, 
running  into  millions.  > 

This  is  a  record  of  striving  for  large  output  with  less  considera-o 
tion  for  safety  than  for  both  high  dividends  and  high  wages. 
Officially  it  is  a  record  of  decentralized  administration  — -  of  pro- 
tective  state  regulations  that  differ  almost  as  much  in  character 
as  does  the  degree  of  their  enforcement  from  State  to  State.  It 
is  a  record  at  best  of  tardy  adoption  of  safeguards  —  lagging  years 
behind  engineering  knowledge  of  what  can  and  ought  to  be  done. 
It  is  a  record  of  appalling  and  needless  loss  of  property  as  well  as 
human  lives,  which  have  been  sacrificed  to  speed,  greed,  and  in-' 
difference  to  the  public  interest. 

As  pointed  out  by  occasional  writers  on  this  subject  the  loss  of 
150  lives  at  one  mine  disaster  and  250  at  another,  as  we  read  of? 
them  in  the  papers,  “are  mere  figures  to  us,  they  have  no  human 
meaning.  But  if  we  could  stand  at  the  mouth  of  the  mine  upon 
its  reopening  after  an  explosion  and  behold  the  seemingly  endless; 
column  of  charred  bodies  borne  hour  after  hour  to  the  surface;  if 
we  could  witness  the  long  line  of  hearses  on  their  way  to  the  hill¬ 
side  burial  ground;  if  we  could  hear  the  heartbreaking  sobs  of 
stricken  widows  mingled  with  the  pitiful  wails  of  little  children. 
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bereft  of  their  fathers;  if  we  could  go  in  the  days  that  follow  to  the 
bare  homes  deprived  of  their  bread-winners,”  we  would  then  per¬ 
haps  begin  to  appreciate  the  loss. 

Mine  accidents  preventable.  The  United  States  Bureau  of 
Mines,  says  a  recent  authoritative  report,  has  demonstrated 
clearly  how  to  avoid  explosions,  how  to  use  explosives,  what  lamps 
are  safe,  how  to  install  and  use  electrical  equipment,  when  to  de¬ 
clare  a  mine  gaseous  and  how  to  reduce  accidents  from  falls  of  roof 
and  from  transportation. 

I  believe  it  is  a  reasonable  statement  that  two  thirds  of  the 
fatal  and  serious  accidents  at  the  bituminous  coal  mines  of  this 
country  could  be  prevented  by  the  universal  adoption  of  safety 
methods  already  in  successful  operation  at  some  of  the  mines  of 
this  country  or  in  Great  Britain.  As  a  result  of  practical  experi¬ 
ence  with  safety  legislation  during  fifteen  years,  and  through  our 
own  recent  studies  of  this  subject  in  Europe  and  America,  our 
Association  has  gradually  drawn  up,  from  the  public  point  of  view, 
a  suggestive  program  for  prevention.  This  has  been  done  after 
consultation  with  mine  operators  and  engineers,  representatives 
of  the  miners’  organizations,  state  and  federal  mine  inspectors,  in 
addition  to  a  careful  study  of  published  reports. 

The  very  valuable  reports  of  the  United  States  Bureau  of  Mines, 
since  its  organization  in  1910,  have  dwelt  year  after  year  upon 
needless  hazards  in  the  coal  industry.  Now  we  have  received 
from  a  committee  that  is  representative  of  coal-mine  operators, 
coal  miners,  casualty  insurance  interests,  mining  engineers,  mine 
inspectors  and  statisticians,  a  new  and  informing  report  prepared 
under  the  chairmanship  of  the  well-known  engineer,  E.  A.  Hol¬ 
brook,  dean  of  the  mining  school,  Pennsylvania  State  College. 
Let  us  consider  briefly  the  findings  of  this  representative  commit¬ 
tee  of  practical  men  submitted  recently  to  the  United  States  Coal 
Commission. 

A  practical  program.  It  will  economize  space  and  unify  the 
statement  if  our  Program  for  Prevention  and  the  findings  of  this 
latest  official  report  are  discussed  together. 

Our  first  proposal  is: 

I.  The  adoption  of  uniform  legal  minimum  standards  of  safety. 

Beginning  with  Ohio  in  1874,  most  of  the  coal-mining  States 
have  adopted  mining  codes,  the  most  comprehensive  perhaps 
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being  that  of  Pennsylvania  where  the  first  official  mine  inspection 
was  instituted  in  1870.  These  codes  —  while  differing  widely  in 
scope  and  effectiveness  —  include  such  provisions  as  were  at  the 
time  of  their  adoption  regarded  as  a  step  in  advance,  or  the  best 
that  could  then  be  passed  through  the  state  legislatures.  Mini¬ 
mum  requirements  as  to  exits,  ventilation,  proper  timbering, 
safety  lamps,  electric  wiring  and  blasting  regulations,  are  typical 
features  of  these  state  codes.  Many  of  these  laws  now  need 
thorough  revision  to  bring  them  into  line  with  modern  engineering 
knowledge  and  the  best  mining  and  administrative  practice. 
Our  Association  has  noted  a  growing  conviction  that  unless  state 
regulations  are  generally  and  rapidly  improved,  the  suggestion  is 
to  be  expected  that  operations  in  this  industry  which  are  regarded 
as  in  the  nature  of  a  public  service  should  be  subjected  to  some 
form  of  federal  control. 

It  is  scarcely  necessary  to  repeat  here  what  is  again  tersely 
stated  —  that  “non-conformity  among  States  in  their  mining  laws 
is  a  handicap  to  safety  and  a  disturbing  economic  element  in  com¬ 
peting  fields  in  adjoining  States.”  The  mine  safety  committee 
asks,  “How  can  a  safety  law,  costing,  say  five  cents  a  ton,  be 
enforced  in  one  State,  when  the  competing  mines  of  a  neighboring 
State  have  no  similar  law?”  A  fair  question.  Too  much  em¬ 
phasis  has  sometimes  been  put  on  the  interstate  competition 
argument  in  protective  legislation,  but  there  is  a  real  problem  here 
that  calls  for  uniformity  of  minimum  legal  standards. 

Consumers  are  interested  in  this  question.  The  coal  miners 
argue  that  the  extra  hazardous  nature  of  their  occupation  justifies 
a  high  wage.  The  coal-mine  owners  insist  that  higher  wages  must 
be  reflected  in  a  higher  price  for  coal.  Moreover,  coal  operators 
in  one  State  object  to  safety  requirements  that  result  in  added 
cost  in  their  own  mining  operations  when  the  same  regulations 
are  not  uniformly  placed  upon  their  competitors  in  adjoining 
States.  The  public  which  ultimately  pays  the  cost  also  of  accident 
compensation,  has  a  right  to  insist  upon  reducing  the  cost  of  need¬ 
less  accidents  through  the  universal  use  of  practical  safeguards. 

It  is  of  course  recognized  by  the  safety  committee  that  acci¬ 
dents  from  falls  of  roof  and  from  transportation  are  due  to  many 
different  causes,  each  of  which  generally  needs  careful  local 
study.”  And  of  course,  “every  company  should  foster  first  aid, 
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provide  a  safety  inspector,  and  provide  instruction  in  safety. 
On  the  other  hand  “the  expense  of  a  complete  approval  system 
for  gassy  and  dusty  mines  is  large,  too  large  for  the  individual 
States  to  carry  out.  Nation-wide  uniformity,”  declares  the  com¬ 
mittee,  “is  desirable.”  And  the  need  of  some  additional  author¬ 
ity  is  plainly  apparent  in  view  of  the  fact  that  “in  1922,  only  18.2 
per  cent  of  the  explosives  used  in  coal  mining  were  permissibles. 

It  is  the  belief  of  practical  experts,  who  have  just  reported  on 
this  subject,  that  the  various  recommended  safeguards  will  gradu¬ 
ally  be  adopted  by  the  industry,  but  they  say  “under  present 
conditions  it  should  be  remembered  that  neither  operators  nor 
miners  like  to  change  customs  and  appliances  with  which  they  are 
familiar.” 

“While  many  of  us  oppose  so-called  government  paternalism,” 
concludes  the  safety  committee,  “  yet  we  believe  it  is  the  duty  of 
the  Government  to  secure  safety  of  life  by  wisely  directed  legisla¬ 
tion.  If  the  compulsion  by  the  Government  to  use  life-saving 
devices,  as  the  air-brake  and  automatic  coupler  on  our  railroads, 
is  proper,  we  believe  the  coal  industry  should  prepare  (especially 
in  new  operations)  to  universally  adopt  safety  suggestions.” 

The  second  proposal  is: 

II.  The  use  underground  of  no  explosive  that  is  not  after  scien¬ 
tific  investigation  numbered  among  the  “permissibles”; 
the  strict  limitation  of  “shooting  off  the  solid”;  and  the  use 
of  shale  or  approved  rock  dust  to  check  the  spread  of  coal- 
dust  explosions. 

In  general  it  is  a  sound  principle  to  encourage  the  greatest 
possible  local  and  representative  committee  study  and  formula¬ 
tion  of  safety  standards.  Our  Association  has  consistently  re¬ 
cognized  this.  But  it  sometimes  happens  that  necessary  technical 
scientific  research  has  reached  positive  conclusions  supported  by 
practical  experience,  at  the  same  time  that  there  is  urgent  call  for 
efficient  and  direct  application  of  measures  to  save  human  life. 
Such  an  example  is  found  in  the  remedy  for  coal-mine  explosions. 

I  was  shocked  during  a  visit  this  year  to  Middle  Western  States 
to  learn  how  extensively  black  powder  is  still  being  used.  Refer¬ 
ence  has  already  been  made  to  the  fact  that  despite  the  pains¬ 
taking  scientific  work  of  the  federal  Government  only  about  18  per 
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cent  of  the  explosives  used  last  year  were  permissibles.  Does  this 
condition  not  call  for  something  more  than  the  purely  voluntary 
acceptance  of  safety  precautions  by  isolated  coal  operators? 
Obviously,  black  powder  should  rarely  if  ever  be  used,  and  per¬ 
missible  substitutes  should  be  adopted  as  is  recommended  by  the 
coal  safety  committee.  Moreover,  the  use  of  large  quantities  of 
powder,  without  undercutting  the  coal,  should  be  discouraged. 

Another  important  related  problem  is  the  extension  throughout 
the  mine  of  explosions,  due  to  the  throwing  into  suspension  and 
the  rapid  ignition  of  coal  dust.  The  remedy  is  to  provide  quanti¬ 
ties  of  shale  dust,  the  particles  of  which  come  between  the  floating 
particles  of  coal  dust  and  arrest  the  process  of  ignition  and  ex¬ 
plosion.  Of  the  Federal  Bureau  of  Mines’  splendid  research  work 
of  a  dozen  years  at  a  cost  to  our  taxpayers  of  millions  of  well-spent 
dollars,  “the  outstanding  accomplishment  is  the  practical  demon¬ 
strations  of  the  cause  and  nature  of  coal-dust  explosions  and  the 
development  of  methods  for  their  limitation  and  control  by  use  of 
rock  and  shale  dust.  The  cause  and  nature  of  coal-dust  explosions 
has  been  ‘sold’  to  the  industry,”  continues  the  coal  safety  com¬ 
mittee,  but  “  an  equal  work  remains  of  getting  the  industry  to 
adopt  the  best  methods  for  their  prevention.” 

There  are  not,  to  my  knowledge,  more  than  three  substantial 
coal  companies  in  America  that  are  using  this  simple,  reasonably 
inexpensive,  and  effective  safeguard  against  coal-dust  explosions. 
While  making  inquiries  in  Europe  I  learned  that  at  least  France 
and  England  compel  the  use  of  shale  or  rock  dust  by  national  law. 
And  in  talking  recently  with  the  chief  of  the  British  Department 
of  Mines  I  found  that  before  the  adoption  of  official  regulations  on 
the  subject,  British  employers  were  not  unlike  the  vast  majority 
of  our  own  coal-mine  operators.  At  first  they  wouldn’t  believe 
coal  dust  is  explosive.  When  it  was  conclusively  demonstrated  in 
experimental  mines,  they  then  said,  “Well  the  coal  dust  in  my 
mine  is  not  explosive!”  And  when  the  explosibility  of  this  too 
had  been  proven,  they  fell  back  upon  the  objection  to  the  cost  of 
adopting  so  simple  a  measure. 

Says  the  committee  on  mine  safety,  “It  has  been  clearly  de¬ 
monstrated”  that  “gas  and  coal-dust  explosions  can  be  limited  and 
controlled  by  the  intelligent  use  of  rock  and  shale  dust.  Some 
coal  mines  in  this  country  are  doing  it.  And  yet,  sixteen  times 
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during  the  past  twenty-three  months  the  first  pages  of  our  news¬ 
papers  have  carried  the  grim  story  of  the  most  recent  fatal  ex¬ 
plosion.  I  submit  that  if  it  is  necessary  on  this  subject  to  have 
compulsory  legislation  in  this  country,  it  cannot  come  too  soon. 

As  Director  Bain  of  the  United  States  Bureau  of  Mines  has 
publicly  stated:  “The  great  explosions  should  not  be  considered 
to  be  normal  occupational  accidents.  Investigations  carried  on 
by  the  Bureau  of  Mines  for  more  than  ten  years  have  demon¬ 
strated  beyond  question  of  doubt  that  such  spreading  of  explo¬ 
sions  by  coal  dust  can  be  prevented.  Responsibility  for  this  rests 
upon  the  mine  managements. . . .  Explosions  can  and  must  be 
prevented.” 

Our  third  proposal  is: 

III.  Reward  careful  employers  and  penalize  the  less  scrupulous, 
by  the  universal  adoption  of  schedule  rating  for  insurance 
under  accident  compensation  laws,  with  a  further  gradu¬ 
ated  penalty  for  cases  of  willful  failure  to  put  into  effect 
legal  safety  regulations. 

Already  schedule  rating  has  demonstrated  its  value  in  inducing 
the  employer  to  reduce  hazards  as  a  method  of  reducing  his  in¬ 
surance  premium.  The  Association  for  Labor  Legislation  has 
long  been  impressed  with  this  development  in  workmen’s  accident, 
insurance,  and  the  safety  committee  likewise  notes  its  bearing 
upon  mine  safety.  By  this  means,  says  the  committee,  “the 
direct  cost  of  a  mine  with  low  safety  standards  is  brought  home  to 
the  operator.  The  system  has  proven  a  real  safety  incentive.” 

In  some  mining  States  also  there  is  a  special  penalty  provided  of 
from  15  to  50  per  cent  additional  compensation  to  the  injured 
worker  where  it  is  clear  that  the  employer  was  guilty  of  serious  or 
willful  misconduct.  The  same  penalty  works  inversely  upon  the 
injured  workman  in  case  he  has  offended,  and  he  then  loses  a  part 
of  his  accident  compensation.  In  several  States,  with  reference 
to  certain  other  labor  law  violations,  double  or  even  triple  com¬ 
pensation  is  assessed  directly  upon  the  offending  employer. 

Familiarity  with  danger  has  always  bred  contempt  for  it  among 
workers  in  extra-hazardous  occupations,  and  the  coal  miners  need 
to  feel  their  increasing  responsibility  to  exercise  every  practicable 
safety  precaution.  But  it  is  nonsense  to  say  —  as  one  editor  does 
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and  as  certain  propagandists  would  have  the  public  believe  — 
that  “the  coal  miner  of  this  generation  is  in  danger  only  through 
carelessness,  his  own  or  that  of  a  fellow  worker.”  We  find  refuta¬ 
tion  of  such  an  assertion  right  at  hand  in  one  of  the  recent  mine 
disasters  —  that  at  the  Glen  Rogers  mine  in  West  Virginia,  No¬ 
vember  6,  where  27  miners  were  killed  in  an  explosion.  It  has 
been  determined  that  the  tragedy  was  caused  by  a  spark  from  the 
commutator  brushes  of  a  drill.  “Disregard  of  the  vital  require¬ 
ments  of  the  mining  law  on  the  part  of  the  company’s  representa¬ 
tive  in  allowing  the  use  of  dangerous  electric  drill  not  approved 
by  the  mining  department,”  was  the  finding  of  the  coroner’s  jury. 

The  experts  of  the  Coal  Commission  stress  the  importance  of 
official  inspection  in  influencing  operating  methods  and  working 
conditions.  They  report  that  those  interviewed  in  many  States 
believed  that  an  increase  in  compensation  benefits  would  result 
in  a  marked  decrease  in  accidents,  and  they  conclude  that  mining 
Ip  ws  and  compensation  laws  are  the  two  great  direct  factors  for 
mine  safety. 

The  fourth  proposal  is  for: 

IV.  An  adequate  mine  inspection  staff  selected  upon  a  merit 
basis  of  training  and  experience,  fairly  paid  for  reasonably 
long  tenure  of  office,  and  protected  from  partisan  interfer¬ 
ence  whether  political  or  industrial. 

This  proposal  is  in  harmony  with  the  best  practical  experience 
in  factory  safety  as  well  as  in  accident  prevention  in  mines.  Its 
importance  deserves  elaboration,  but  its  merits  are  well  under¬ 
stood,  and  there  is  opportunity  here  only  to  refer  to  the  fact  that 
the  coal  safety  committee  also  recommends  it. 

“For  the  country  in  general  coal  mining  would  to-day  be  a 
better  and  safer  industry,”  the  experts  say  in  their  report,  “were 
inspectors  in  every  State  chosen  through  strict  examination  in 
principles  and  practices  of  mining,  at  a  salary  sufficient  to  hold 
high-grade  men,  and  freed  from  any  influence  save  those  listed  in 
the  laws  and  that  of  their  superior  officer,  and  expectant  of  holding 
office  until  retired  by  natural  causes.” 

Because  much  of  the  work  is  independent  of  state  boundaries 
and  constitutes  a  national  problem,  it  can  best  be  undertaken 
under  national  auspices. 
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‘‘The  (federal)  Bureau  of  Mines,  through  its  investigations, 
discoveries  and  recommendations,”  the  Coal  Commission  inves¬ 
tigators  find,  “has  become  the  authority  and  leaven  for  mine 
safety  work  in  this  country.” 

A  million  dollars  has  been  spent  in  developing  and  equipping, 
near  Pittsburgh,  an  experimental  mine  where  practical  work  on 
underground  safety  can  be  carried  out  by  the  federal  bureau. 

“It  shall  be  the  province  and  duty  of  said  bureau,”  decreed 
Congress  in  establishing  it,  “  to  make  diligent  investigation  of  the 
methods  of  mining,  especially  in  relation  to  the  safety  of  mines 
and  the  appliances  best  adapted  to  prevent  accidents.” 

But  Congress  stopped  there  without  giving  the  bureau  the 
necessary  authority. 

“The  suggestion  has  been  made,”  now  reports  the  safety  com¬ 
mittee,  “that  the  engineers  and  officials  of  the  Bureau  of  Mines 
should  have  the  right  of  entry  to  a  mine,  for  the  purpose  of  in¬ 
vestigating  mine  accidents,  and  that  their  reports  should  be  made 
public  or  delivered  to  the  operator  through  the  state  department 
of  mines.  At  present  the  bureau  enters  a  mine  on  permission  of 
the  operator.  The  new  thought  is  that  an  independent  report  on 
accident  or  disaster,  by  an  agency  not  affected  locally,  would  be 
beneficial  to  operators  and  to  miners,  and  of  service  to  the  mining 
department  of  the  State. ...  At  least  it  would  be  valuable  could 
the  federal  bureau  cooperate  with  the  state  mining  departments, 
by  furnishing  them  confidential  copies  of  reports  on  conditions 
investigated  within  their  police  jurisdiction.” 

Despite  splendid  work  by  this  federal  investigation  bureau,  and 
by  a  few  of  the  state  bureaus,  there  is  still  “little  coordination  in 
methods  and  technique  of  investigation  and  inspection  of  mines 
for  safety.”  It  is  believed  therefore  that  to  a  national  agency 
should  be  given  authority  to  improve  and  make  more  uniform  the 
character  and  technique  of  mine  inspection  “and  the  improve¬ 
ment  and  adoption  of  more  uniform  safety  standards  under¬ 
ground.”  It  is  interesting  to  note  that  our  federal  experts  already 
have  up-to-date  operating  regulations  in  effect  for  the  coal  mines, 
now  more  than  one  hundred  in  number,  owned  by  the  United 
States  Government  and  operated  under  lease  on  the  public  lands. 

Any  one  familiar  with  the  progress  toward  centralization  in  the 
administration  of  mine  safety  measures  in  recent  years  in  other 
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countries  will,  upon  comparing  their  results  with  the  American 
mine  accident  record,  understand  the  growth  of  this  sentiment. 

Finally,  we  submit  as  the  fifth  proposal: 

V.  Greater  public  authority,  federal  and  state,  to  procure  and 
disseminate  information,  and  to  establish  and  maintain  on  a 
uniform  basis  reasonable  minimum  standards  of  safety. 

In  1911,  Dr.  John  Randolph  Haynes,  following  his  inquiry  into 
coal-mine  safety  in  America  and  abroad,  addressed  the  annual 
meeting  of  the  American  Association  for  Labor  Legislation  on  this 
subject.  With  eloquence  and  conviction  he  pictured  the  needless 
hazards  in  American  mines.  “  Experience  has  shown  at  a  fright¬ 
ful  cost,”  he  then  said,  “that  these  things  can  not  be  left  to  the 
volition  of  the  operator  or  the  miner  or  to  the  regulation  of  the  in¬ 
dividual  States.”  He  then  urged  that  a  federal  enforcing  agency, 
with  powers  like  that  of  the  Interstate  Commerce  Commission,  be 
set  up.  “Shall  we  go  on  in  this  country,”  he  asked,  “clinging  to 
our  inefficient  system  of  state  regulation  of  an  industry  that  is 
essentially  interstate  in  character  until  we  have  uselessly  sacrificed 
the  lives  of  tens  of  thousands  more  poor  miners,  before  we  stop 
this  slaughter  under  the  only  practical  system  of  safety  —  the 
federal  regulation  of  the  mines?” 

Twelve  years  later  we  can  give  part  of  the  answer.  We  are 
again  counting  the  dead. 

If  we  really  want  to  prevent  this  needless  loss  of  human  life  the 
lawyers  will  find  a  way  for  us  to  act  nationally,  said  Dr.  Haynes 
in  1911. 

Now  comes,  in  1923,  a  conservative  federal  commission  — 
which  after  spending  three  quarters  of  a  million  dollars  looking 
into  the  coal  situation  —  notes  that  “coal  is  not  primarily  a  com¬ 
modity,  it  is  a  service”;  the  production  and  transportation  of 
coal  constitute  a  single  service”;  “coal  is  clothed  with  a  public 
interest.”  And  there  follows  logically  a  general  proposal  by  this 
federal  commission  for  the  creation  of  a  coal  division  in  the  Inter¬ 
state  Commerce  Commission. 

There  is  still  difference  of  opinion  among  lawyers  as  to  the  pos¬ 
sibility  of  securing  effective  results  through  federal  action  without 
a  federal  constitutional  amendment.  Three  principal  proposals 
are  now  being  discussed. 
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(1)  Shall  we  prepare  a  standard  safety  code  for  uniform  state 
legislation?  Upon  this  task  a  committee  has  been  working  and 
some  further  improvements  can  doubtless  be  made. 

(2)  Shall  we  provide  for  greater  cooperation  between  the  federal 
and  state  bureaus  by  means  of  federal-state  financial  aid  as  in  the 
rehabilitation  of  industrial  cripples?  There  are  evident  possibili¬ 
ties  in  such  action.  Likewise  much  local  jealousy  to  be  overcome. 

(3)  Shall  we  go  directly  for  a  federal  constitutional  amendment 
authorizing  the  establishment  of  national  minimum  standards  of 
safety?  Such  amendment,  which  could  be  made  only  after  a  long 
campaign  of  education  and  favorable  action  by  three  fourths  of 
the  State,  is  nevertheless  thought  necessary  by  some  who  have 
studied  the  problem  most  carefully. 

But  by  whatever  additional  public  authority  a  national  mini¬ 
mum  of  safety  is  finally  assured,  there  will  of  course  be  not  less 
but  greater  opportunity  for  the  mine  departments  of  our  indi¬ 
vidual  States  to  function  effectively  in  the  great  work  they  have 
to  do.  Authoritative  federal  and  state  cooperation,  with  the  con¬ 
tinuous  encouragement  and  assistance  of  employers,  miners,  and 
engineers,  is  urgently  needed. 

4.  W orkmen’s  Compensation  under  the  Common  law  1 

The  common  law  doctrine.  Let  us  consider  the  principles 
which,  only  a  quarter  century  ago,  determined  the  right  of  a 
workman  to  recover  compensation  from  his  employer.  Those 
principles  still  apply,  with  some  modification,  in  all  the  States  of 
the  United  States,  and  have  but  recently  been  discarded  in  part 
by  the  federal  Government  itself.  The  elementary  theory  of 
“the  law  of  negligence,”  as  it  is  usually  called,  in  its  relation  to  the 
liability  of  employers  for  financial  loss  to  workmen  and  their 
families,  was  originally  the  same  in  all  civilized  countries.  The 
development  of  the  law  of  liability  has  not  been  identical  in  every 
country,  but  nowhere,  probably,  has  the  principle  been  pushed  so 
far  as  in  the  United  States.  The  doctrine  has,  however,  been 
modified  somewhat  by  decisions  of  the  courts  and  by  act  of  our 
legislatures. 

The  underlying  principle  of  the  law  of  negligence  is  that  the 

1  Adapted  from  Workingmen’s  Insurance  in  Europe,  Frankel  and  Dawson  dd.  e-* 
The  Russell  Sage  Foundation,  publishers.  ’ 
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employer  is  liable  only  in  case  he  is  at  fault;  that  is,  he  must  have 
been  neglectful  in  some  respect  and  this  negligence  must  have  been 
the  proximate  and  sole  cause  of  the  accident.  In  that  case  it  declares 
that  he  alone  must  bear  the  financial  burden  of  compensation. 

Liability  of  the  employer  for  his  own  negligence  is  qualified 
follows : 


First,  it  is  not  enough  that  he  was  the  chief  cause. 

If  the  employee  himself  has  been  negligent  and  if  this  in  any 
degree  contributed  to  the  accident,  the  employer  is  not  held. 
This  is  known  as  the  principle  of  “  contributory  negligence.”  The 
idea  is  that  the  courts,  not  being  able  to  separate  results  flowing 
from  these  two  causes  and  to  determine  how  much  was  due  to  one 
and  how  much  to  the  other,  will  refuse  to  grant  compensation  if 
the  employee’s  negligence  contributed  to  the  accident  even  though 
only  in  a  slight  degree. 

Second,  the  accident  must  not  have  been  a  consequence  of  the  or¬ 
dinary  risks  of  the  occupation. 

If  it  can  be  shown  or  the  conclusion  fairly  be  deducted  that  the 
employee  assumed  this  particular  risk  as  a  condition  of  his  contract 
of  employment,  or  as  the  ordinary  risk  of  his  occupation  of  which 
he  knew  or  was  bound  to  know,  the  employer  is  not  held.  If  the 
employee  was  aware  that  certain  danger  existed  and  notwithstand¬ 
ing  continued  to  work,  this  action  on  his  part  would  bar  recovery. 
As  a  corollary  to  this,  the  courts  have  held  very  generally  that  the 
employee  must  be  presumed  to  know  what  are  the  ordinary  dan¬ 
gers  of  his  occupation,  and  even  what  are  the  unusual  dangers 
connected  with  continuing  to  perform  the  duties  of  that  occupa¬ 
tion,  when  the  place  where  it  is  carried  on,  or  the  machinery  or 
tools  with  which  it  is  carried  on,  are  defective. 

This  is  called  the  principle  of  “assumption  of  risk.”  Some 
courts  have  gone  so  far  as  to  hold  that,  even  though  the  employer 
is  required  by  law  to  keep  the  machinery,  tools,  and  the  place  in 
which  the  work  is  done  in  a  certain  condition  of  safety,  and  that 
although  by  failing  to  do  so  he  has  rendered  himself  liable  to  a 
penalty,  the  workman,  notwithstanding,  will  not  be  able  to  re¬ 
cover  if  he  has  known  of  these  defects  and  has  nevertheless  con¬ 
tinued  to  work.  The  same  courts  have  also  held  that  the  fact 
that  he  has  called  the  defects  to  the  attention  of  his  employer  and 
asked  that  they  be  remedied,  will  not  render  the  employer  liable 
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if  the  workman,  notwithstanding  that  the  defects  have  not  been 
remedied,  continues  to  work.  In  fact,  calling  the  defects  to  the 
attention  of  others  prejudices  his  claim  in  that  it  is  proof  positive 
that  he  knows  of  them. 

Third ,  the  accident  must  have  been  the  result  of  the  employer's  own 
negligence  and  not  that  of  another  employee  or  employees. 

If  the  workman  has  been  injured  because  one  or  more  of  the 
employees  working  with  him  were  negligent,  the  employer  will  not 
be  held.  This  proceeds  from  the  idea  that  each  workman  whose 
negligence  has  caused  the  injury  should  himself  be  held  financially 
responsible;  and  since  in  most  cases  he  is  in  fact  financially  irre¬ 
sponsible  and  could  not  respond  to  a  judgment,  the  result  of  the 
application  of  this  rule  is  that  the  persons  injured  are  not  com¬ 
pensated  at  all.  This  is  directly  contrary  to  the  rule  which  ap¬ 
plies  when  the  injury  is  to  one  not  an  employee;  in  that  case  the 
employer,  under  the  general  doctrine  of  principal  and  agent,  is 
held  liable. 

The  principle  stated  above  is  known  in  practice  as  the  “fellow- 
servant”  rule.  It  has  been  carried  so  far  by  some  courts  that  it 
is  difficult  to  see  how  a  corporation  employer  could  be  held  re¬ 
sponsible  at  all,  no  matter  what  officer  or  other  employee  was  neg¬ 
ligent.  Even  an  officer  is  an  agent  or  employee,  and  therefore  a 
fellow-servant  with  all  other  employees,  although  the  courts  have 
usually  not  so  held.  Except  in  the  case  of  executive  officers,  how¬ 
ever,  the  rule  has  been  applied  so  sweepingly  that,  for  instance, 
a  scrubwoman  washing  out  railway  coaches  might  be  held  to  be  a 
fellow-servant  with  the  superintendent  of  the  road,  and,  therefore, 
without  a  good  claim  against  the  company  for  negligence  attri¬ 
butable  to  him. 

The  “fellow-servant”  rule  grew  up  in  the  courts  out  of  the 
simplicity  of  the  common  law,  which  in  its  origin  did  not  know 
employers  and  employees  in  the  modern  industrial  or  commercial 
sense,  but  only  “masters”  and  “servants.”  The  law  did  not  hold 
the  master  liable,  even  on  the  ground  of  negligence.  It  certainly 
would  have  refused  to  require  him  to  compensate  one  servant  for 
the  negligence  of  another.  This  principle  manifestly  has  little  or 
no  suitability  for  the  uses  of  a  commercial  and  highly  organized 
industrial  community,  in  which  much  the  larger  part  of  the  serv¬ 
ices  performed  by  employees  is  not  for  the  direct  enjoyment  of 
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the  employer  but  is  part  of  the  aggregate  cost  of  products  or  serv¬ 
ices  sold  by  him  to  the  public  at  a  price  to  cover  all  the  costs. 
In  recent  years  the  “fellow-servant”  rule  has  been  much  relaxed, 
first  by  the  courts  and  later  by  legislatures.  In  many  States  an 
employee  who  supervises  the  work  and  controls  the  workman  is 
held  to  be  a  “vice-principal”  and  to  represent  the  employer,  so 
that  his  negligence  is  treated  as  if  it  were  the  negligence  of  the 
employer. 

Under  the  rules  of  law  just  outlined,  a  very  large  proportion  of 
the  accidents  which  occur  in  the  industries  of  the  country  go  un¬ 
compensated.  In  some  cases,  on  the  other  hand,  the  employer  is 
held  for  substantial  amounts,  and  occasionally  very  large  verdicts 
are  recovered,  but  in  only  a  small  percentage  of  the  cases  is  the 
compensation  adequate. 

5.  Workmen’s  Compensation  Laws  in  the  United  States  1 

Changing  viewpoints.  We  have  seen  how  the  common  law 
doctrine  of  employer’s  liability  provided  the  employer  with  such 
defenses  against  suit  by  the  injured  workman  as  to  render  the 
recovery  of  damages  an  extremely  hazardous  venture.  One  of 
these  defenses  was  the  “fellow-servant”  rule,  by  which  it  was 
held  that  some  other  workman,  not  the  employer,  was  responsible 
for  the  injury.  Since  most  employees  nowadays  must  work  in 
large  groups,  this  was  very  often  the  case,  and  the  workman  lost 
his  suit.  Another  defense  of  the  employers  was  “contributory 
negligence”  which  meant  that  the  victim  of  the  accident  had 
brought  it  on  himself  by  some  want  of  care,  however  slight. 
Finally,  the  employer  might  claim  immunity  under  the  principle 
of  “assumption  of  risk.”  According  to  this  principle  the  work¬ 
man,  by  accepting  employment,  took  upon  himself  all  the  cus¬ 
tomary  hazards  of  the  occupation,  and  also  any  extraordinary 
risk  of  which  he  became  aware,  but  in  spite  of  which  he  continued 
working.  Moreover,  employers  usually  insured  their  liability 
with  casualty  insurance  companies,  which  maintained  strong 
batteries  of  expert  legal  talent  for  defeating  workmen’s  claims. 

1  This  article  is  in  part  an  adaptation  of  chapter  seven  of  Labor  Problems  and 
Labor  Legislation,  a  pamphlet  written  in  1922  by  John  B.  Andrews,  Ph.D.,  and 
published  by  the  American  Association  for  Labor  Legislation,  of  which  Dr.  Andrews 
is  Secretary. 
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Investigations  showed  that  of  every  $100  paid  by  employers  in 
liability  premiums,  only  about  $28  ever  reached  the  claimants, 
and  so  late  that  the  worst  of  the  need  was  past. 

This  entire  mass  of  legal  procedure  was  based  upon  a  false 
point  of  view  toward  the  problem  of  industrial  accident.  The 
attempt  was  primarily  to  fix  the  blame  for  the  injury  upon  one  or 
the  other  of  parties  to  the  suit  and  to  apply  the  penalty  of  money 
damages  to  the  employer  as  a  punishment  for  proved  culpability 
on  his  part.  Where  the  employer  could  escape  the  blame,  the 
workman  was  left  to  bear  the  suffering  and  financial  loss  involved 
in  the  injury  on  the  grounds  that  he  —  or,  at  least,  some  other 
workman  —  was  morally  at  fault.  But  no  sound  social  policy 
can  grow  out  of  this  method  of  judging  industrial  accidents  on 
grounds  of  moral  right  or  wrong.  A  certain  minimum  amount  of 
accident  is  an  inevitable  product  of  modem  high-speed  industrial 
methods,  and  must  be  viewed  as  one  of  the  necessary  costs  of 
producing  goods  under  our  present  system.  In  a  vast  number  of 
cases,  no  one  is  personally  at  fault.  Correctly  considered,  the 
award  of  damages  to  the  injured  workman  is  not  a  punishment; 
but  a  payment  for  one  of  the  costs  of  production,  exacted,  in  the 
first  instance,  from  the  employer  in  the  expectation  that  he  will 
reimburse  himself  through  the  sale  price  of  his  goods. 

Compensation  acts  in  the  United  States.  Rising  dissatisfaction 
with  earlier  methods  resulted  in  the  American  movement  for  work¬ 
men’s  compensation  legislation  similar  to  that  which  was  already 
in  force  in  some  European  countries  for  decades.  Two  pioneer 
statutes  were  declared  unconstitutional,  but  in  1909  the  first  state 
compensation  act  to  go  into  permanent  effect  was  secured  in  New 
Jersey.  In  the  period  1911-22  the  legislation  spread  to  forty-five 
States  and  territories,  and  the  United  States  Government  adopted 
a  model  act  covering  its  own  half  million  civilian  employees.  The 
validity  of  these  laws  has  now  been  established  beyond  question 
by  favorable  decisions  of  the  Supreme  Court.  They  cover  the 
entire  area  of  the  United  States,  with  the  exception  of  the  States 
of  Arkansas,  Mississippi,  Florida,  North  and  South  Carolina, 
together  with  the  territories  of  Alaska,  Hawaii,  and  Porto  Rico. 

The  direct  aim  of  these  laws  is  twofold  —  to  restore  the  injured 
man  to  industry  as  completely  and  quickly  as  possible,  and  to 
provide  for  the  support  of  the  family  during  the  period  of  disabil- 
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ity.  Most  American  laws  provide  for  medical  care,  but  many 
hedge  it  in  with  limits  ranging  from  one  week  to  ninety  days  in 
time  or  from  $25  to  $250  in  amount.  To  lighten  the  administra¬ 
tive  burden  and  to  discourage  men  from  “laying  off”  unduly  for 
minor  injuries,  most  laws  set  a  “waiting  period”  of  from  three 
days  to  two  weeks  during  which  no  compensation  is  paid.  As 
only  about  25  per  cent  of  accidents  requiring  medical  care  cause 
disability  for  more  than  two  weeks,  it  is  clear  that  the  latter  period 
is  too  long.  For  death  and  disability,  the  best  laws,  such  as  those 
of  New  York  and  Ohio,  award  66^  per  cent  of  wages  within 
certain  limits.  Death  benefits  in  good  laws  are  paid  until  the 
widow  remarries  or  dies,  and  disability  benefits  during  the  disabil¬ 
ity  even  if  it  be  lifelong.  For  partial  disability  several  sliding 
scales  have  been  devised  to  apportion  the  compensation  to  the 
degree  of  incapacity.  Important  provisions  in  most  of  the  acts 
require  employers  to  insure  their  risk,  sometimes  in  a  state  fund,  1 
in  order  to  guarantee  benefits  to  the  injured,  and  provide  for 
supervisory  administration  by  a  state  bureau  or  commission.  A 
beginning  has  also  been  made  in  providing  re-education  or  “re¬ 
habilitation”  for  men  who  sustain  permanent  injuries  which  inter¬ 
fere  with  their  continuing  in  their  old  occupations. 

In  about  a  dozen  laws,  including  the  Federal  Employees’  Act, 
occupational  diseases  are  covered.  It  has  been  found  that  so 
doing  staves  off  hardship  in  some  meritorious  cases,  and  increases 
the  cost  of  the  act  only  1  or  2  per  cent. 

Effects  of  the  laws.  An  incidental,  though  highly  important, 
effect  of  these  acts  has  been  to  decrease  the  number  of  industrial 
accidents.  Opponents  of  this  line  of  state  policy  were  wont  to 
predict  that  relieving  the  workman  from  the  effects  of  carelessness 
would  necessarily  end  in  a  multiplication  of  injuries.  Accident 
has  been  proved  to  be  a  thoroughly  “insurable  risk.”  The  so- 
called  “moral  hazard”  is  negligible.  It  has  been  found  that 
workmen  will  not  deliberately  injure  themselves  for  the  purpose  of 
gaining  the  indemnity,  and  that  they  cannot  effectively  feign 
injury  where  it  does  not  exist.  On  the  other  hand,  it  has  been 
found  that  the  number  of  accidents  can  be  reduced  only  through 
the  medium  of  the  employer.  A  workman’s  compensation  law, 
applying  in  equal  terms  to  all  competitors  in  a  given  industry, 
arouses  the  profit  motive  of  each  employer  to  reduce  to  a  mini- 
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mum  the  tale  of  accidents  in  his  particular  enterprise,  and  thus  to 
gain  a  saving  of  cost  in  comparison  with  his  less  alert  competitors 
Private  and  public  funds  have  encouraged  this  effort  by  propor¬ 
tioning  the  premium  charges  to  the  accident  experience  of  the 
employer  who  is  insuring  himself  against  liability  for  compensa¬ 
tion. 

The  practical  result  of  this  policy  of  making  it  profitable  to  the 
employer  to  conserve  the  lives  and  limbs  of  the  industrial  wage- 
earners  has  been  almost  phenomenal.  “If  society  and  industry 
and  the  individual,”  said  Louis  D.  Brandeis,  in  1911,  before  he 
became  a  member  of  the  Supreme  Court,  “were  made  to  pay 
from  day  to  day  the  actual  cost  of  sickness,  accident,  invalidity, 
premature  death,  or  premature  old  age  consequent  upon  excessive 
hours  of  labor,  of  unhygienic  conditions  of  work,  or  unnecessary 
risk,  and  of  irregularity  of  employment,  those  evils  would  be 
rapidly  reduced.”  The  truth  of  this  statement  has  been  estab¬ 
lished  beyond  all  question  in  the  field  of  industrial  accident.  In 
one  large  factory  after  the  passage  of  the  compensation  act  the 
rate  of  accident  fell  progressively  by  twenty  per  cent  during  the 
first  two  years,  fifty  per  cent  at  the  end  of  the  fifth  year,  until, 
after  ten  years’  experience,  the  average  number  of  accidents  was 
only  one  quarter  of  the  old  experience.  In  another  large  plant  in 
New  York  State,  adjustment  to  the  compensation  law  has  re¬ 
sulted  in  an  accident  rate  which  is  scarcely  one  fifth  of  that  which 
obtained  before  the  law  was  passed.  These  are  extreme  cases; 
but  the  same  tendency  is  noticeable  wherever  the  policy  of  com¬ 
pensation  for  accident  is  enforced.  It  is  needless  to  say  that  these 
results  represent  an  unalloyed  gain  for  society  which,  of  itself, 
justifies  the  policy. 

The  ideal  law.  Following  is  a  description  of  an  ideal  work¬ 
man’s  compensation  act,  as  drawn  up  by  the  American  Associa¬ 
tion  of  Labor  Legislation : 1 

In  the  opinion  of  the  American  Association  for  Labor  Legisla¬ 
tion  the  following  features  are  essential  to  satisfactory  work¬ 
men’s  compensation  laws: 

I.  Scale  of  Compensation.  Assuming  machinery  to  insure  the 
prompt  payment  of  the  compensation  required  by  law,  the  scale 

1  See  Standards  of  Workmen’s  Compensation  Laws,  published  by  the  American 
Association  for  Labor  Legislation,  January  1,  1924. 
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of  payments  is  the  most  important  feature  of  the  system.  The 
strongest  argument  for  compensation  to  all  injured  workmen  or  to 
their  dependents  is  that  shortened  lives  and  maimed  limbs  due  to 
industrial  injuries  are  just  as  much  expenses  of  production,  which 
should  be  met  by  those  conducting  industry  for  their  own  profit, 
as  are  used-up  raw  materials  or  worn-out  tools  and  machinery. 
The  whole  expense  of  losses  to  capital  is  necessarily  borne  by  the 
employer.  The  whole  expense  of  the  personal  losses  due  to  in¬ 
juries  is  the  loss  in  wages  sustained  and  the  expenses  for  medical 
care  during  incapacity.  The  only  logical  reason  for  not  imposing, 
through  the  employers,  this  entire  expense  on  every  industry  that 
occasions  it,  is  that  injured  workers  must  not  be  deprived  of  a 
motive  for  returning  to  work  and  to  independent  self-support  as 
soon  as  they  are  able  to  do  so.  The  compensation  act,  therefore, 
should  provide  for  the  expense  of  all  necessary  medical  attendance 
and  for  the  payment  of  such  a  proportion  of  wages  to  the  victim 
of  the  injury  during  his  incapacity,  or  to  his  dependents  if  he  be 
killed,  as  will  provide  for  the  resulting  needs  and  yet  not  encourage 
malingering.  The  following  scale  is  believed  to  conform  to  these 
requirements  and  to  be  the  lowest  that  should  be  inserted  in  any 
compensation  law. 

a.  Medical  attendance.  Aside  from  humanitarian  consider¬ 
ations  the  employer  should,  in  the  interest  of  economy  and 
efficiency,  be  required  to  furnish  all  necessary  medical,  surgi¬ 
cal  and  hospital  services  and  supplies  as  determined  by  the 
Accident  Board. 

b.  Waiting  period.  No  compensation  should  be  paid  for  a 
definite  period  —  to  be  not  less  than  three  nor  more  than 
seven  days  —  at  the  beginning  of  disability. 

c.  Compensation  for  total  disability.  The  disabled  work¬ 
man  should  receive  during  disability  66%  per  cent  of 
wages;  compensation  not  to  be  more  than  $25  or  less  than  $8 
a  week,  unless  his  wages  are  less  than  $8  a  week  in  which  case 
compensation  should  be  the  full  amount  of  wages.  If  he  is  a 
minor,  he  should,  after  reaching  twenty-one,  receive  66% 
per  cent  of  the  wages  of  able-bodied  men  in  the  occupation 
group  to  which  he  belonged. 

d.  Compensation  for  partial  disability.  The  workman  who 
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is  only  partially  disabled  should  receive  a  percentage  of  his 
wages,  proportioned  to  the  degree  of  physical  disability 
(taking  into  account  age  and  occupation),  and  subject  to  re¬ 
adjustment  only  on  account  of  changes  in  extent  of  disability; 
compensation  not  to  exceed  $25  a  week,  with  provisions  for 
minors,  and  for  workmen  earning  less  than  $8,  similar  to 
those  in  the  case  of  total  disability.  Awards  for  permanent 
partial  disability  should  be  in  addition  to  total  disability 
compensation  paid  during  the  healing  period. 
e.  Compensation  for  death. 

(1)  Funeral  expenses.  The  employer  should  be  required 
to  pay  a  sum  not  exceeding  $150  for  funeral  expenses,  in 
addition  to  any  other  compensation. 

(2)  Compensation  for  widow.  If  living  with  the  deced¬ 
ent  at  the  time  of  his  death,  or  if  dependent,  the  widow 
should  be  granted  35  per  cent  of  his  wages  until  her  death 
or  remarriage,  with  a  lump  sum  on  remarriage  equal  to  two 
years’  compensation. 

(3)  Compensation  for  widower.  If  living  with  the  de¬ 
cedent  at  the  time  of  her  death  and  dependent  upon  her 
support,  the  widower  should  receive  35  per  cent  of  her 
wages,  or  a  proportionate  amount  if  his  dependency  is  only 
partial,  to  be  paid  until  his  death  or  remarriage. 

(4)  Compensation  for  widow  or  widower  and  children. 
In  addition  to  the  compensation  provided  for  the  widow 
and  widower,  15  per  cent  should  be  allowed  for  each  child 
under  eighteen,  not  to  exceed  a  total  of  66 per  cent  for 
the  widow  or  widower  and  children.  Compensation  on 
account  of  a  child  should  cease  when  it  dies,  marries  or 
reaches  the  age  of  eighteen. 

(5)  Compensation  to  children  if  there  be  no  widow  or 
widower.  In  case  children  are  left  without  any  surviving 
parent  25  per  cent  should  be  paid  for  one  child  under 
eighteen,  and  15  per  cent  for  each  additional  such  child,  to 
be  divided  among  such  children  share  and  share  alike,  not 
exceeding  a  total  of  66f^  per  cent.  Compensation  on 
account  of  any  such  child  should  cease  when  it  dies,  marries 
or  reaches  the  age  of  eighteen. 

(6)  Compensation  to  parents,  brothers,  sisters,  grand- 
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children  and  grandparents  if  dependent.  For  such  classes 
of  dependents  25  per  cent  should  be  paid  for  one  wholly 
dependent,  and  15  per  cent  additional  for  each  additional 
person  wholly  dependent,  divided  among  such  wholly  de¬ 
pendent  persons  share  and  share  alike,  and  a  proportionate 
amount  (to  be  determined  by  the  Accident  Board)  if  de¬ 
pendency  is  only  partial,  to  be  divided  among  the  persons 
wholly  or  partially  dependent  according  to  the  degree  of 
dependency  as  determined  by  the  Accident  Board.  These 
percentages  should  be  paid  in  cases  where  there  is  no 
widow,  widower,  or  child.  In  other  cases  members  of  this 
class  should  receive  as  much  of  these  percentages  as,  when 
added  to  the  total  percentage  payable  to  the  widow  or 
widower  or  child,  will  not  exceed  a  total  of  66 %  per  cent. 
Compensation  to  members  of  this  class  should  be  paid  only 
during  dependency. 

(7)  Compensation  for  Alien  Non-Resident  Dependents. 
Aliens  should  be  placed  on  the  same  footing  as  other  de¬ 
pendents. 

(8)  Maximum  and  Minimum  Compensation  for  Death. 
The  wages  on  which  death  compensation  is  based  should  be 
taken  to  be  not  more  than  $37.50  per  week  nor  less  than  $12 
per  week;  but  the  total  amount  of  the  weekly  compensation 
should  not  be  more  than  the  actual  wages. 

/.  Commutation  of  periodical  compensation  payments.  If 
the  beneficiary  is  or  is  about  to  become  a  non-resident  of 
the  United  States,  or  if  the  monthly  payments  to  the  bene¬ 
ficiary  are  less  than  $5  a  month,  or  if  the  Accident  Board 
determines  that  it  would  be  to  the  best  interests  of  the 
beneficiary,  the  employer  should  be  permitted  to  discharge 
his  liability  for  future  payments  by  the  immediate  payment 
of  a  lump  sum  equal  to  the  value  of  all  the  future  payments 
computed  at  4  per  cent  true  discount,  compounded  annu¬ 
ally.  For  this  purpose  the  expectancy  of  life  should  be  de¬ 
termined  according  to  a  suitable  mortality  table,  and  the 
probability  of  the  happening  of  any  contingency  such  as 
marriage  or  the  termination  of  disability,  affecting  the 
amount  or  duration  of  the  compensation,  should  be  disre- 
gai  ded. 
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II.  Employments  to  be  Included.  It  is  believed  that  sufficient 
progress  has  now  been  made  in  public  education  on  the  problem, 
and  in  the  development  of  efficient  and  economical  machinery  for 
insuring  the  employer  against  his  compensation  liability,  to 
justify  the  inclusion  in  the  system  of  all  employments.  The  only 
exception  which  should  be  made  is  of  casual  employees  in  the 
service  of  employers  who  have  only  such  employees  and  who, 
therefore,  cannot  fairly  be  required  to  carry  compensation  in¬ 
surance  policies.  Such  policies,  on  payment  of  a  small  additional 
premium,  are  now  drawn  so  as  to  embrace  casual  as  well  as  regular 
employees.  No  serious  burden  is,  therefore,  entailed  on  employ¬ 
ers,  even  of  domestic  servants,  in  making  them  liable  to  pay  com¬ 
pensation  to  casual  employees. 

III.  Injuries  to  be  Included.  Compensation  should  be  pro¬ 
vided  for  all  personal  injuries  in  the  course  of  employment,  and 
death  resulting  therefrom  within  six  years,  but  no  compensation 
should  be  allowed  where  the  injury  is  occasioned  by  the  willful 
intention  of  the  employee  to  bring  about  the  injury  or  death  of 
himself  or  of  another.  The  act  should  embrace  occupational 
diseases  which,  when  contracted  in  the  course  of  employment, 
should  be  considered  personal  injuries  for  which  compensation 
is  payable. 

IV.  Other  Remedies  than  those  Provided  by  the  Compen¬ 
sation  Act.  One  of  the  weightiest  arguments  against  the  out¬ 
worn  system  of  employers’  liability  is  that  it  causes  vast  sums  to 
be  frittered  away  in  lawsuits  that  should  be  used  in  caring  for  the 
victims  of  accidents.  To  avoid  this  waste  the  compensation  pro¬ 
vided  by  the  Act  should  be  The  Exclusive  Remedy.  If  the 
employer  has  been  guilty  of  personal  negligence,  even  going  to 
the  point  of  violating  a  safety  statute,  his  punishment  should  be 
through  a  special  action  prosecuted  by  the  state  factory  inspec¬ 
tion  bureau. 

Likewise,  if  he  has  failed  to  insure,  he  should  be  penalized  by 
being  made  subject  to  a  penal  action  prosecuted  by  the  accident 
board  and  by  increasing  his  liability  for  compensation. 

V.  Security  for  the  Payment  of  Compensation  Awards. 
The  supreme  tests  of  a  compensation  system  are,  first,  the  incentive 
provided  for  reducing  accidents  to  the  utmost,  and,  second,  the 
promptness  and  certainty  with  which  compensation  claims  are 
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met.  The  strongest  incentive  toward  prevention  results  from 
imposing  the  whole  expense  of  compensation  upon  the  employer. 
The  irregularity  and  uncertainty  of  accidents,  however,  make  this 
policy  inexpedient  for  small  employers  with  limited  financial 
resources.  Security  can  only  be  attained  through  some  system  of 
insurance.  Employers  should,  therefore,  be  required  to  insure 
their  compensation  liability. 

In  accordance  with  the  plans  of  insurance  at  present  provided 
for,  employers  may  either: 

1.  Maintain  their  own  insurance  fund  subject  to  the  ap¬ 
proval  of  the  Accident  Board  or  other  administrative  author¬ 
ity; 

2.  Insure  in  a  Mutual  Association  authorized  to  insure 
compensation  liability; 

3.  Insure  in  a  State  Insurance  Fund  managed  by  the  Acci¬ 
dent  Board  upon  the  same  principles  and  subject  to  the  same 
general  requirements  as  those  governing  Mutual  Insurance 
Associations; 

4.  Insure  in  a  commercial  company,  such  companies  to  be 
subjected  to  the  most  rigid  regulation  to  guard  against  in¬ 
solvency,  to  insure  just  settlement  of  claims,  to  prevent 
wasteful  practices  and  exorbitant  rates,  and  to  eliminate 
unfair  competitive  methods. 

VI.  Organization  of  Accident  Board.  It  is  essential  to  the 
successful  operation  of  the  compensation  system  that  an  Accident 
Board  be  created.  This  board  should  consist  of  three  or  five 
members  appointed  by  the  Governor  with  the  consent  of  the 
Senate.  The  board  should  have  power  to  employ  necessary 
assistants.  Its  members  should  be  required  to  devote  their  entire 
time  to  its  work  and  should  not  be  permitted  to  carry  on  any 
other  business  or  profession  for  profit.  The  entire  cost  of  ad¬ 
ministration  of  the  Accident  Board,  including  the  administrative 
expenses  of  establishing  the  State  Insurance  Fund  managed  by 
the  Accident  Board,  should  be  paid  out  of  an  appropriation  made 
by  the  State. 

VII.  Procedure  for  Settlement  of  Compensation  Claims. 
Provision  should  be  made  for  the  determination  of  all  claims  for 
compensation,  either  by  the  Accident  Board,  or,  if  the  number  of 
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claims  be  large,  by  one  member  of  the  board  or  an  authorized 
deputy.  A  decision  by  a  member  or  deputy  should  be  conclusive, 
unless  appeal  therefrom  is  taken  to  the  entire  Accident  Board 
within  a  specified  time.  The  Accident  Board’s  disposition  of  the 
case  should  be  final  and  conclusive  unless  appeal  therefrom  is 
taken  within  a  specified  time.  Appeals  from  decrees  of  the  Acci¬ 
dent  Board  should  not  be  allowed,  except  on  questions  of  law,  and 
should  be  carried  direct  to  the  highest  court. 

VIII.  Reports  op  Accidents.  The  bill  should  direct  the  ad¬ 
ministrative  board  to  use  the  Standard  Accident  Reporting  Blank 
of  the  American  Association  of  Labor  Legislation,  now  in  use  for 
about  half  the  industrial  population  of  the  country,  requiring  full 
and  accurate  reports  of  all  industrial  accidents  as  a  basis  for  com¬ 
putation  of  future  industrial  accident  rates  and  for  future  safety 
regulations  to  decrease  or  prevent  accidents. 

IX.  Rehabilitation.  Restored  earning  power  is  of  more  im¬ 
portance  than  distress  relieved.  The  administrative  board  should 
therefore  be  authorized  to  encourage,  cooperate  with,  or  conduct 
enterprises  for  the  re-education  and  rehabilitation  of  injured 
persons. 

Thirty-six  States  already  make  provision  for  aiding  industrial 
cripples  to  secure  re-training,  re-education  or  re-employment. 


PART  TWO 

THE  ORGANIZED  LABOR  MOVEMENT 


CHAPTER  VIII 

DE^S  ELOPMENT  OF  ORGANIZED  LABOR 

i.  Background  of  the  Labor  Movement 
Introduction.  The  preceding  pages  of  this  book  have  been 
devoted  to  analyzing  certain  of  the  life  problems  of  the  industrial 
worker.  It  has  been  shown  that  his  normal  experience  is  a  series 
of  struggles  with  conditions  and  forces  which  are,  in  large  measure, 
natural  features  of  the  kind  of  economic  order  which  has  emerged 
from  the  Industrial  Revolution.  Unemployment,  low  wages, 
accident  and  disease  —  hazards  which  threaten  without  warning 
either  to  cut  him  off  from  the  source  of  life,  or  to  undermine  his 
standard  of  living,  or  to  destroy  his  productive  capacity  —  are 
commonplace  incidents  in  the  life  of  the  propertyless  man.  They 
are  evils  which  he  is,  on  the  whole,  powerless  to  remove  or  control 
so  long  as  he  relies  upon  his  compeers  as  an  individual  in  a  com¬ 
petitive  order.  Our  purpose  in  presenting  these  specific  problems 
at  the  beginning  of  our  study  has  been  to  make  it  clear  that  they 
form  the  background  of  the  wage-earner’s  outlook  on  life  and 
mould  his  life  policy.  Many  aspects  of  the  organized  labor  move¬ 
ment  can  be  understood  only  in  the  light  of  this  study  of  the 
problems  of  the  industrial  wage-earner. 

But  the  labor  movement  is  not  solely  a  reaction  to  the  evil  in¬ 
fluences  of  a  life  in  industry.  It  is  also  an  attempt  to  mobilize 
the  competitive  forces  of  our  society  to  the  betterment  of  the 
conditions  of  propertyless  men  and  women.  In  a  system  of  un¬ 
controlled  individual  enterprise,  material  prosperity  depends  upon 
bargaining  power,  and  this  upon  the  possession  of  a  position  of 
advantage  in  relation  to  the  other  members  of  the  social  group. 
It  has  been  demonstrated  over  and  over  again  in  the  business 
world  that  not  necessarily  he  who  serves  most,  but  he  who  is  in 
position  to  take  utmost  advantage  of  the  necessities  of  his  fellow 
men,  prospers  most  abundantly.  Power  and  riches  flow  to  those 
who  control  the  supply  of  a  good  which,  being  in  wide  demand,  is 
scarce.  A  strategic  position  in  relation  to  the  market  makes  for 
competitive  power.  We  shall  see  in  due  course  how  the  working 
classes  of  society  have  learned  this  truth  about  our  competitive 
society  and  are  attempting  to  turn  it  to  their  advantage.  Many 
of  the  practices  and  policies  of  labor  are  to  be  explained  not  as 
adjustments  to  the  hazards  of  life,  but  as  devices  by  means  of 
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which  to  win  for  the  workingman  this  position  of  competitive 
advantage  whose  importance  all  men  of  business  appreciate. 

The  major  purpose  of  this  study  is  to  throw  light  upon  that 
conflict  now  going  on  in  society  to  which  we  give  the  name,  “The 
Labor  Problem.”  As  has  been  said,  this  conflict  is  the  outward 
manifestation  of  a  serious  maladjustment  within  our  order,  a 
rebellion  against  certain  of  our  established  institutions,  or  against 
that  group  which  has  dominated  in  the  functioning  of  these  in¬ 
stitutions.  The  conflict  is  waged  chiefly  in  the  field  of  industrial 
relations  where  the  employer  and  employee  meet  in  bargaining; 
but  its  effects  spread  throughout  the  entire  range  of  society  and 
are  felt  by  all  who  are  interested  in  the  productive  efficiency  or 
public  security  of  the  social  order  —  that  is  to  say,  by  most  of  us. 
Since  it  is  in  the  organized  labor  movement,  with  its  theories  and 
methods,  its  ideals,  its  economic  and  social  programs,  that  we 
meet  the  problem  in  its  most  insistent  form,  the  following  pages 
will  be  given  up  to  a  description  of  this  movement  and  its  conse¬ 
quences.  In  order,  however,  to  retain  the  right  perspective  in 
viewing  the  Labor  Problem,  we  must  avoid  the  error  of  believing 
that  it  is  limited  to  the  activities  of  the  trade  union.  In  the 
broadest  sense,  all  industrial  workers,  whether  unionized  or  not, 
are  so  affected  by  the  labor  problems  we  have  been  studying  that 
they  adopt  very  similar  attitudes  toward  the  business  world  and 
their  relations  with  it.  The  organized  labor  movement  is  unique 
only  in  that  it  openly  avows  policies  and  gives  emphatic  expres¬ 
sion  to  purposes  which  are  congenial  to  the  thought  life  of  the 
great  mass  of  wage-earners. 

Natural  causes  of  the  labor  movement.  Two  things  must  be 
made  clear  at  the  outset  of  our  study  of  organized  labor.  In  the 
first  place,  we  must  see  that  the  whole  movement  is  the  product  of 
natural  causation.  No  useful  knowledge  can  be  gained  about 
this  great  modern  development,  nor  can  any  sound  judgment  be 
passed  on  its  social  utility,  if  we  assume  that  it  is  the  artificial 
creation  of  a  few  leaders,  or  an  expression  of  the  natural  perver¬ 
sity  or  original  sin  of  mankind.  That  these  viewpoints  are  unsound 
is  demonstrated  by  the  extent  to  which  the  movement  has  spread 
over  the  modern  world,  following  the  path  of  the  Industrial  Revo¬ 
lution.  The  appearance  of  trade-unionism  in  any  country  is 
historically  connected  with  the  industrialization  of  that  country. 
Springing  up  first  in  England,  it  arose  independently  in  each  of 
the  countries  of  Europe,  in  the  United  States,  and  in  every  other 
country  where  the  factory  had  established  itself.  In  our  own  day 
it  has  attained  formidable  proportions  in  Japan,  though  that 
country  in  its  feudal  state  sixty  years  ago  was  entirely  free  from 
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it.  We  may  also  note  its  beginnings  in  India  and  Egypt  and  in 
every  country  where  the  industrial  system  of  the  West  is  gaining 
a  foothold.  The  truth  is  that  the  wage-earners  of  all  lands  and 
cultures,  when  confronted  with  the  hazards  of  a  life  in  modern 
industry,  spontaneously  resort  to  some  form  of  collective  action 
to  protect  their  interests. 

No  uniform  type.  Since  the  organized  labor  movement  has 
this  natural  origin,  we  must  not  expect  to  find  great  uniformity 
between  the  different  parts  of  the  movement  either  as  regards 
form  of  organization,  final  goals  and  ideals,  or  methods  and 
tactics.  It  has  not  been  built  according  to  a  preconceived  plan, 
nor  are  its  programs  drawn  to  meet  the  specifications  of  doc¬ 
trinaire  theory.  The  simplest  way  to  account  for  it  is  to  say  that 
the  wage-earner  in  modern  society  is  frightened  by  certain  aspects 
of  his  fife  and  embittered  by  others,  and  is  experimenting,  through 
the  process  of  trial  and  error  with  various  devices  which  he  thinks 
may  give  him  security  or  win  him  justice.  Accordingly,  the 
union  movement  takes  different  forms  at  different  times;  old  poli¬ 
cies  are  discarded  as  they  prove  ineffective  and  new  ones  are 
adopted.  These  variations  appear  also  at  any  given  time;  in  the 
United  States  at  the  present  time,  for  example,  we  have  many 
different,  structural  forms  of  unions  which  differ  in  their  policies 
from  cautious  conservatism  to  ultra-radicalism. 

The  common  basis.  Underlying  these  variations  of  structure 
and  method,  however,  we  find  a  broad  principle  which  is  common 
to  all  but  the  spurious  forms  of  labor-unionism.  The  economic 
structure  of  society  as  it  emerged  from  the  Industrial  Revolution, 
and  before  it  had  felt  the  modifying  influence  of  the  organized 
labor  movement  and  other  modern  tendencies  of  similar  import, 
was  an  order  dominated  by  private  initiative  —  by  the  principle 
of  “free  competition”  or  “free  enterprise.”  .  The  spur  of  private 
gain  or  advantage  was  almost  the  sole  directing  force  in  industry, 
determining  the  kinds  and  quantities  of  goods  provided  for  the 
satisfaction  of  human  wants,  the  forms  of  organization  which 
industry  would  adopt,  the  technical  methods  used  in  production, 
the  relations  between  the  individuals  cooperating  in  carrying 
through  a  productive  process,  and  the  rewards  accruing  to  these 
cooperating  factors.  Along  with  this  principle  of  free  enterprise 
went  certain  tenets  regarding  the  rights  of  private  property. 
Within  broad  limits,  the  owner  was  free  to  “do  what  he  willed 
with  his  own.”  A  business  or  productive  undertaking  in  its  en¬ 
tirety  was  held  to  be  the  property  of  those  who  supplied  it  with 
capital;  the  owners’  interest  was  not  merely  dominant  in  the  coun¬ 
cils  of  the  enterprise  —  it  monopolized  authority  to  the  exclusion 
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of  all  other  interests.  It  was  expected  that  a  similar  condition  of 
individual  initiative  and  profit-seeking  would  characterize  the 
activities  of  the  propertyless  members  of  society,  those  compelled 
to  draw  their  living  from  wage  labor;  they  were  to  compete  with 
each  other  as  individuals  in  seeking  employment,  in  agreeing  to  ac¬ 
cept  a  given  rate  of  wages,  and  in  the  zeal  with  which  they  rendered 
service  to  their  employer.  We  have  employed  the  past  tense  in 
drawing  this  rough  sketch  of  laissez-faire  society  only  because  it 
has  passed  its  zenith  and  has  entered,  in  our  day,  upon  a  process 
of  compromise  and  modification  which  is  gradually  remodeling 
the  social  order.  Despite  these  qualifications,  however,  free 
enterprise  with  all  of  its  implications  remains  the  dominant  prin¬ 
ciple  in  modern  industry;  its  place  in  shaping  our  philosophy  of 
rights  and  duties  and,  especially,  in  moulding  the  law  which 
governs  human  relationships  in  the  business  world  is  still  supreme. 

Clash  with  individualism.  Now,  the  principle  which  underlies 
the  organized  labor  movement  in  all  of  its  branches  is  in  conflict 
with  this  fundamental  doctrine  of  a  laissez-faire  society.  This  is 
the  second  truth  which  we  must  grasp  before  attempting  a  study 
of  organized  labor.  No  trade  union  can  be  formed  without  re¬ 
jecting  the  principle  of  free  competition  —  at  least  in  so  far  as  it 
applies  to  the  activities  of  those  who  do  the  work  of  the  world. 
In  its  place,  as  a  dominant  motive,  the  union  substitutes  the  prin¬ 
ciple  of  conscious,  deliberate  cooperation.  It  is  essential  to  the 
purposes  of  organized  labor  that  the  workers  in  industry  cease  to 
contend  with  each  other  for  individual  advantage  and  unite  their 
efforts  in  the  pursuit  of  group  interests  and  of  goals  deliberately 
chosen  by  the  combined  intelligence  of  the  group.  Membership 
in  a  union  means,  for  the  individual,  discipline,  a  surrender  of  self- 
interest,  conformity  to  the  standards  of  his  fellows. 

As  the  organized  labor  movement  grows  in  power  and  impor¬ 
tance  in  the  industrial  system  of  any  country,  this  clash  of  principle 
becomes  apparent.  The  collective  agreement  takes  the  place  of 
the  individual  wage  contract;  the  rate  of  wages,  the  length  of  the 
working-day,  the  output  of  the  worker  in  a  given  time,  are  matters 
to  be  decided  with  reference  to  the  predetermined  standards  of  the 
union  of  workers,  not  left  to  the  free  play  of  competitive  forces. 
The  union  soon  discovers  that  its  purposes  cannot  make  headway 
in  an  industrial  order  essentially  competitive  as  long  as  the  em¬ 
ployer’s  monopoly  on  authority  is  left  undisturbed.  Then  begins 
a  gradual  encroachment  on  the  powers  which,  traditionally,  have 
been  bestowed  on  the  owner  of  capital  or  the  representative  of  the 
owner.  The  employer’s  right  to  “hire  and  fire,”  to  introduce 
changes  in  the  technique  of  production,  to  regulate  with  a  free 
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hand  the  volume  of  output  and  the  conditions  under  which  his 
employees  will  work,  are  challenged  on  the  ground  that  they  con¬ 
flict  with  the  chosen  goal  or  the  union,  or  interfere  with  its  effort 
to  maintain  the  cooperative  spirit  among  its  members. 

It  is  this  conflict  of  principle  which  gives  us  the  Labor  Problem 
in  the  broad  social  significance  of  the  term.  In  the  studies  of 
organized  labor  which  follow,  we  shall  see  the  cooperative  prin¬ 
ciple  embodied  in  the  structure  of  the  labor  union,  in  its  program, 
its  methods  of  bargaining,  the  means  by  which  it  carries  on  in¬ 
dustrial  warfare.  We  shall  see  how  their  efforts  to  give  effect  to 
this  principle  bring  the  organized  workers  into  conflict  with  those 
interests  favorable  to  the  maintenance  of  free  competition  in  in¬ 
dustry  and  of  the  traditional  rights  of  private  property  —  a  con¬ 
flict  involving  a  clash  with  the  law  of  the  land  as  interpreted  by 
the  courts.  In  many  cases,  it  will  be  evident  that  neither  the 
leaders  nor  the  members  of  the  union  are  aware  of  the  social  im¬ 
plications  of  their  movement;  in  others,  the  union  will  be  found  to 
have  accepted  these  implications  and  to  be  striving  for  the  ulti¬ 
mate  reorganization  of  the  industrial  structure  along  cooperative 
lines. 

2.  Origin  op  the  Labor  Movement  1 

Modern  industrial  society.  In  a  very  general  and  abstract 
sense  there  is  such  a  thing  as  the  labor  problem,  which  may  be 
defined  as  the  problem  of  improving  the  conditions  of  employ¬ 
ment  of  the  wage-earning  classes.  Of  course,  this  simplicity  of 
definition  is  largely  verbal.  There  is  no  one  labor  problem  whose 
solution  would  carry  with  it  the  settlement  of  all  others;  and  we 
shall  always  have  labor  problems  so  long  as  there  are  conditions 
of  employment  capable  of  improvement.  The  consequence  is 
that  when  we  begin  to  study  the  problem  it  divides  up  into  a 
number  of  evils  and  abuses  like  sweating  and  child  labor,  for  each 
of  which  in  turn  a  number  of  practical  remedies  are  in  use  or  under 
active  consideration.  It  is  true,  nevertheless,  that  most  of  the 
important  labor  problems  have  their  roots  in  three  or  four  great 
social  institutions.  These  institutions  it  is  desirable  to  keep 
firmly  in  mind,  not  only  because  of  their  exceptional  importance, 
but  in  order  that  the  somewhat  overwhelming  mass  of  details 
cited  in  the  following  chapters  may  be  given  a  certain  unity  of 

1  From  Labor  Problems ,  chap,  i,  by  Adams  and  Sumner.  Copyright,  by  The 
Macmillan  Company.  Reprinted  by  permission. 
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meaning  and  import,  without  which  they  become  unintelligible 
and  wearisome. 

First  of  all,  naturally,  is  the  wage  system  itself.  If  our  in¬ 
dustrial  order  rested  either  upon  a  basis  of  slavery  or  upon  one  of 
socialism  the  problem  would  be  entirely  different.  Under  those 
systems,  if  successfully  operated,  the  laborer  would  be  assured  a 
place  to  work  and  a  minimum,  at  least,  of  food,  clothes  and 
shelter.  Under  the  wage  system,  on  the  other  hand,  the  laborer 
takes  upon  himself  the  responsibility  of  securing  work  and  of 
supporting  himself  and  family.  More  important  still,  he  must  do 
tiffs  by  selling  his  services  to  the  great  masters  of  industry.  He 
has  become  not  only  a  producer,  but  a  merchant  as  well.  He 
must  acquire  a  certain  strength  or  skill,  and  then  sell  it  to  the  best 
advantage.  Slowly  and  gradually  institutions  are  perfected  to 
strengthen  his  weakness  and  ignorance  in  this  bargaining  with 
the  employer.  Society  creates  customs  which  harden  into  stand¬ 
ards  of  life  or  comfort,  and  assist  the  laborer  to  bargain  more 
effectually.  The  laborers  themselves  combine  in  trade  unions, 
by  which  these  standards  are  more  consciously  fixed  and  more 
tenaciously  maintained;  and  in  time  the  laborer  begins  to  bargain 
through  agents  —  walking  delegates.  Underlying  all  the  pro¬ 
blems  which  will  be  discussed,  however,  is  this  system  which  casts 
upon  the  laborer  the  responsibility  for  his  own  maintenance, 
which  makes  him  merchant  as  well  as  producer,  and  compels  him 
to  take  his  chances  and  stake  his  welfare  upon  successful  bargain¬ 
ing  in  the  labor  market. 

Second  in  order,  and  not  less  important  than  the  wage  system 
in  accounting  for  the  peculiar  nature  of  the  problem,  is  the  highly 
capitalized  form  of  modern  industry.  The  introduction  of  the 
capitalistic  system  has  been  followed  by  great  and  unmistakable 
progress  in  many  ways,  such  as  a  general  increase  in  wages  and  a 
rapid  elevation  of  the  standards  of  life  and  comfort.  These  evi¬ 
dences  of  progress  are  discussed  in  some  detail  in  the  last  chapter. 
At  this  point  we  desire  to  emphasize  those  more  unpleasant  char¬ 
acteristics  of  the  present  industrial  system  which  aggravate  and 
intensify  the  labor  problem. 

To  work  successfully  to-day  in  most  lines  of  industry,  men  must 
own  or  control  a  large  capital,  which  is  usually  embodied  in  ex¬ 
tensive,  complex  mechanical  plants,  and  the  plan  under  which 


DEVELOPMENT  OF  ORGANIZED  LABOR  229 

production  is  carried  on  within  these  plants  is  usually  called  “the 
factory  system.”  The  factory  system  itself  is  directly  responsible 
in  a  large  degree  for  many  labor  problems  —  child  labor,  indus¬ 
trial  accidents,  factory  regulation,  the  unemployment  resulting 
from  the  invention  of  labor-saving  machinery,  and  other  evils.  It 
is  indirectly  responsible,  however,  for  more  and  sterner  problems 
than  these. 

The  great  majority  of  men  do  not  possess  the  abilities  or  the 
opportunities  to  secure  the  large  capital  necessary  tor  the  suc¬ 
cessful  conduct  of  a  modern  business.  For  the  masses,  indeed,  it 
is  true  and  increasingly  true,  that  once  a  wage-earner  always  a 
wage-earner.  This  permanency  of  status  makes  the  labor  pro¬ 
blem  in  one  respect  a  class  struggle.  The  laborer  feels  that  he  is 
permanently  held  within  a  class  whose  interests  are,  in  part,  an¬ 
tagonistic  to  those  of  the  employers  with  whom  he  bargains  and 
higgles  over  wages.  Fortunately  or  unfortunately,  too,  industry 
becomes  more  highly  capitalized  as  time  passes,  making  it  in¬ 
creasingly  difficult  for  men  to  acquire  industrial  independence, 
and  steadily  reducing  the  proportionate  number  of  those  who  can 
set  up  establishments  of  their  own.  To  some  it  seems  that  the 
complexity  of  industry  has  outrun  human  ability,  leaving  a 
smaller  and  smaller  proportion  of  men  who  are  fitted  to  direct  and 
control.  Others  explain  the  phenomenon  by  asserting  that,  owing 
to  a  mechanical  tendency  towards  centralization  of  busiress,  a 
decreasing  proportion  of  men  have  the  exceptional  means  and 
opportunities  to  rise  to  industrial  independence.  Whatever  the 
explanation,  there  can  be  no  doubt  of  the  fact  that  the  ultimate 
control  of  industry  is  passing  into  relatively  fewer  and  fewer 
hands,  with  the  result  that  the  power  and  wealth  of  the  few  who 
do  reach  the  top  are  so  enormously  swelled  that  they  would 
threaten  —  if  misused  —  the  purity  and  stability  of  the  govern 
ment  itself.  The  labor  problem  is  thus  intensified  by  a  grave 
social  problem,  arising  from  the  strikingly  unequal  distribution  of 
wealth. 

These,  then,  are  what  may  be  called  the  fundamental  factors  ' 
of  the  modern  labor  problem  —  the  wage  system,  the  permanent 
status  of  the  wage-earning  class,  the  factory  system  —  with  all 
which  that  implies  —  and  the  extreme  concentration  and  control 
of  wealth  in  the  hands  of  a  very  small  proportion  of  the  popuia- 
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tion.  It  is  absolutely  necessary  to  keep  these  fundamental  con* 
ditions  firmly  in  mind;  but  it  is  just  as  necessary  to  remember 
that,  permanent  as  such  institutions  may  seem,  they  are  but 
steps  or  stages  in  a  centuried  process  of  evolution,  whose  past  un¬ 
folding  is  as  profoundly  significant  as  its  future  course  is  fascinat¬ 
ing  and  mysterious.  Let  us  glance  briefly  at  the  genesis  of  the 
wage  system  and  modern  capitalism,  the  two  pillars  of  the  present 
industrial  system. 

Evolution  of  wage  labor.  Almost  the  first  laboring  class  that 
historical  records  disclose  was  composed  of  slaves.  In  the  de¬ 
velopment  of  human  society  from  savagery  to  civilization  there 
came  a  time  when  a  comparatively  sedentary  agricultural  life 
suggested  a  possible  economy  in  the  disposition  of  captives,  by  the 
substitution  of  slavery  for  slaughter  and  cannibalism.  Thus  it 
happens  that  in  all  the  great  militant  nations  of  the  world,  the 
laboring  population  has  passed  through  the  stages  of  slavery  and 
serfdom.  At  Athens,  for  instance,  in  309  b.c.  —  though  the 
statistics  have  been  questioned  by  some  authorities  —  we  are  told 
that  there  were  400,000  slaves  in  a  total  population  of  431,000. 
In  Angina  at  the  time  of  Alexander  the  Great,  according  to  Aris¬ 
totle,  there  were  470,000  slaves;  and  a  little  later,  in  Corinth,  a 
citizen  body  of  40,000  owned  and  controlled  640,000  slaves.  In 
Rome,  after  the  second  century  before  Christ,  the  same  conditions 
prevailed  —  “everywhere  the  great  part  of  the  manual  work  in 
agriculture,  mining,  trade  and  commerce  was  performed  by 
slaves”;  —  the  institution  of  slavery  was  entrenched  among  the 
barbarian  conquerors  of  Rome;  and  in  England  it  lingered  until 
about  a  century  after  the  Norman  invasion. 

Slavery  slowly  softened  into  serfdom,  and  serfdom  into  the 
wage  system.  The  last  serf  did  not  disappear  from  England  until 
the  eighteenth  century,  and  in  other  countries  of  the  world  serf¬ 
dom  lasted  well  into  the  nineteenth  century.  We  need  not  linger 
over  these  facts.  The  point  which  concerns  us  is  why  serfdom 
was  replaced  by  the  wage  system. 

Three  causes  stand  out  preeminent.  In  the  first  place,  bondage 
is  repugnant  to  the  deepest  instincts  and  highest  ideals  of  the 
human  race.  The  simple,  animal  instinct  for  freedom  must  have 
fiayed  an  important  part,  aided  as  it  was  by  the  better  teachings 
if  the  Church  and  the  common  law,  whose  leaning,  in  England  at 
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least,  was  always  toward  the  side  of  liberty.  Secondly,  bondage 
as  a  system  became  socially  wasteful  and  uneconomic.  Freedom 
gave  fuller  play  to  the  incentive  of  self-interest.  Thirdly,  it  be¬ 
came  profitable  for  the  people  who  owned  the  land  to  which  the 
serfs  were  bound,  to  commute  the  old  personal  services  into  money 
dues  —  to  divest  themselves  of  the  responsibility  for  the  welfare 
of  their  vassals,  while  retaining  a  money  equivalent  for  the  old 
feudal  obligations.  Serfdom,  then,  passed  away  because  it  was  at 
once  inequitable. and  uneconomic. 

The  modern  system  of  capitalization  is  often  explained  as  a 
direct  and  immediate  result  of  the  Industrial  Revolution  of  the 
eighteenth  century,  the  main  features  of  which  are  now  so  gen¬ 
erally  understood  that  it  is  unnecessary  to  recite  them  here.  This 
explanation  is  substantially  correct,  provided  we  do  not  miscon¬ 
strue  the  nature  of  the  Industrial  Revolution  itself.  Many  ac¬ 
counts  of  the  Industrial  Revolution  greatly  exaggerate  the  sud¬ 
denness  of  the  changes  which  characterized  it,  and  give  the  im¬ 
pression  that  some  mysterious  stirring  of  the  human  mind  caused 
a  meteoric  burst  of  new  discoveries  and  inventions,  from  which 
flowed,  as  immediate  results,  the  factory  system,  modern  capital¬ 
ism,  and  the  separation  of  classes,  with  all  their  consequences  and 
accompaniments.  This  interpretation  disguises  the  real  nature  of 
the  Industrial  Revolution  and  of  the  modern  labor  problem,  both 
of  which  are  perfectly  natural  and  logical  results  of  economic  pro¬ 
gress  and  of  the  ceaseless  effort  to  make  more  and  better  things 
at  a  lower  cost.  In  order  to  emphasize  this  familiar,  but  very  im¬ 
portant  truth,  let  us  note  in  bare  outlines  the  development  of 
mechanical  industry  from  the  introduction  of  the  wage  system  to 
the  period  of  the  industrial  revolution. 

As  the  feudal  system  disintegrated,  industry  passed  from  the 
manors  to  the  free  cities  and  chartered  towns,  where  the  escaped 
serf  who  eluded  his  master  for  a  year  and  a  day  became  free,  and 
where  trade  and  industry  were  regulated  by  the  gilds.  Industry 
under  the  gild  system  was  at  first  simple  and  paternalistic.  The 
master  or  manufacturer  worked  in  his  own  home,  assisted  by  a  few 
apprentices,  who  moved  in  their  employer’s  family  on  terms  of 
equality,  and  might  reasonably  hope  some  day  to  marry  into  that 
family  and  so  succeed  to  the  business  or  in  other  ways  to  acquire 
independent  establishments  of  their  own.  The  authorities  are 
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singularly  unanimous  in  agreeing  that  in  the  beginning  the  crart 
gilds  were  beneficial,  not  only  to  industry  and  the  laborer,  but  to 
the  consumer  as  well.  They  were  monopolies  and  no  man  could 
practice  a  trade  in  a  city  who  was  not  a  member  of  the  gild  which 
regulated  that  trade;  but  they  prevented  conflicts  of  interest, 
guaranteed  the  quality  of  goods,  stimulated  the  organization  and 
division  of  labor,  trained  skilled  workmen,  regulated  apprentice¬ 
ship,  and  bestowed  upon  the  artisans  the  military  system  de¬ 
manded  by  the  circumstances  of  the  time.  Moreover,  their  tone 
was  distinctly  moral  and  educational,  while  they  served  as  the 
great  benefit  societies  of  the  Middle  Ages,  lessening  pauperism, 
promoting  thrift  and  cultivating  in  their  members  the  qualities  of 
good  workmanship  and  active  citizenship. 

As  time  passed,  however,  the  gilds  became  close  corporations, 
jealous  of  their  rights  and  privileges.  Membership  and  master¬ 
ship  both  became  hereditary;  the  dues  were  raised;  production 
was  limited  to  keep  up  prices;  and  onerous  regulations  were  in¬ 
troduced,  which  hindered  the  march  of  progress  in  production 
and  exchange.  After  the  gilds  became  more  aristocratic,  too,  the 
old  transition  from  apprenticeship  to  journeymanship,  and  from 
journeymanship  to  mastership,  which  in  the  beginning  had  been 
easy  and  practically  universal,  became  exceedingly  difficult.  A 
class  of  permanent  journeymen  was  created,  which  became  large 
and  relatively  numerous  in  western  Europe  during  the  sixteenth 
and  seventeenth  centuries.  With  its  appearance  the  forces 
antagonistic  to  the  gild  began  to  obtain  the  mastery.  In  1680 
-the  author  of  Britannia  Languens  records  that  “most  of  our 
ancient  corporations  and  gilds  [have]  become  oppressive  oligar¬ 
chies,”  and  a  few  years  later  in  England  their  influence  was  at  an 
end ;  though  on  the  continent  the  gild  retained  its  importance 
until  the  nineteenth  century,  while  in  Germany  and  Austria  it 
has  in  recent  years  been  revived. 

Class  separation.  It  is  plain  that  the  separation  of  the  capital¬ 
istic  and  wage-earning  classes  was  due  in  part  to  the  desire,  ap¬ 
parently  ineradicable  from  the  human  mind,  to  maintain  a  social 
superiority,  once  gained  by  the  erection  of  class  barriers.  When 
a  few  of  the  master  craftsmen  had  accumulated  fortunes,  they 
began  to  ape  the  manners  of  the  landed  aristocracy,  conceived 
the  ambition  of  founding  families,  and  began  to  marry  chiefly 
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within  their  own  or  a  higher  class.  In  the  gilds  the  richer  and 
more  powerful  masters  separated  themselves  into  a  distinct  class, 
while  the  gild  government  came  under  the  control  of  a  still 
smaller  group,  the  “Court  of  Assistants,”  whose  regulation  of 
industry  became  monopolistic,  avaricious,  and  harsh.  Excessive 
fines  or  entrance  fees  were  required  upon  the  admission  of  ap¬ 
prentices  into  the  mastership,  the  period  of  apprenticeship  was 
excessively  lengthened,  and  the  custom  sprang  up  of  requiring 
apprentices  to  take  oath  that  they  would  not  set  up  competing 
establishments  without  the  masters’  permission,  a  practice  that  in 
England  was  prohibited  by  Parliament  in  1536. 

This  innate  tendency  to  class  seclusion  must  undoubtedly  be 
numbered  among  the  causes  which  explain  the  appearance  of 
capitalism  and  the  segregation  of  a  class  of  permanent  wage-earn¬ 
ers.  A  far  more  potent  cause,  however,  is  found  in  the  great 
economies  effected  by  the  production  on  a  larger  scale.  A  man 
working  with  a  tool  is  much  more  productive  than  a  man  without 
any  mechanical  assistance  and  a  man  aided  by  many  and  costly 
tools  is  immeasurably  superior  to  the  man  with  one.  The  superi¬ 
ority  conferred  by  the  possession  of  capital  tends  to  grow  and  in¬ 
crease;  its  advantages  are  cumulative. 

Whatever  the  explanation  of  the  appearance  of  a  capitalistic 
class,  there  can  be  no  doubt  of  its  existence  long  before  the  In¬ 
dustrial  Revolution.  On  the  Continent  a  class  of  wealthy  entre¬ 
preneurs  —  the  merchant  clothiers  —  appeared  in  the  woolen  in¬ 
dustry  as  early  as  the  thirteenth  century;  and  in  certain  parts  of 
England  that  industry  had  passed  beyond  the  domestic  stage  as 
early  at  least,  as  the  beginning  of  the  sixteenth  century.  Re¬ 
ferring  to  the  new  system  in  England  Mr.  Cooke  Taylor  tells  us 
in  his  Modern  Factory  System  (page  48)  that  “the  increase  of 
machinery  employed  under  it  had  already  become  so  alarming  by 
the  time  of  Edward  VI,  that  a  statute  (50  and  60  Edw.  VI)  was 
passed  in  that  reign  regulating  its  use,  while  long  before,  and  even 
by  the  end  of  Henry  VII’s  reign,  a  class  of  great  capitalists  had 
arisen,  using  its  methods  on  a  very  large  scale  indeed.” 

The  Industrial  Revolution  was  not  a  cataclysm  of  mechanical 
inventions  and  social  transformations.  Natura  non  facit  saltum. 
It  came  gradually.  Thoughtful  men  were  expecting  it.  The  way 
was  prepared  for  it.  It  was  understood  that  industry  was  on  the 
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eve  of  great  developments  and  that  improvements  in  production 
were  imperatively  demanded.  The  possibilities  of  steam  as  a 
motive  power  in  industry  were  well  understood  many  years  be¬ 
fore  James  Watt  patented  a  workable  engine  in  1769.  Many  of 
the  inventions  which  transformed  the  textile  industry  in  the  latter 
half  of  the  eighteenth  century  were  long  preceded  by  mechanical 
devices  which  differed  from  these  inventions  only  in  so  far  as  they 
were  impracticable  or  costly  of  operation.  The  spirit  of  the  times 
is  illustrated  by  the  fact  that  the  Royal  Academy,  realizing  the 
handicap  imposed  upon  the  textile  industry  by  the  excessive  time 
required  for  spinning  yarn,  “offered  a  prize  for  the  invention  of  a 
machine  that  would  spin  several  threads  at  the  same  time.” 
The  factory  system  was  not  accidental;  it  was  the  inevitable  result 
of  the  unceasing  effort  to  reduce  the  cost  of  production.  Pro¬ 
duction  by  machinery,  like  production  on  a  large  scale  in  general, 
came  because  it  was  economical,  uprooting  old  institutions,  ex¬ 
tinguishing  tenacious  customs,  widening  the  gulf  between  the 
masters  and  the  servants,  dislodging  the  old  landed  aristocracy, 
doing  an  infinite  amount  of  damage  in  an  infinite  number  of  ways, 
but  rendering  possible  in  the  end  a  vastly  greater  production  and 
consumption  of  material  wealth. 

The  genesis  of  the  labor  problem  is  full  of  instruction  for  the 
student  of  that  problem  as  it  now  confronts  us.  Time  was  when 
the  wage  system,  private  property  in  land,  and  the  industrial 
combination  did  not  exist,  and  the  time  may  come  when  they 
shall  no  longer  exist.  No  social  institution  is  inherently  im¬ 
mortal,  or  above  and  beyond  the  touch  of  the  iconoclast  or  re¬ 
former. 

The  test  of  progress.  Nevertheless,  we  may  be  certain  that 
every  deep-seated  social  institution  will  endure  until  a  better  sub¬ 
stitute  is  provided,  capable  of  performing  the  old  function  in  a 
more  economic  way.  The  test  of  the  possible  reform  is  its  power 
of  decreasing  cost  or  augmenting  production.  We  may  rebel 
against  the  materialism  of  this  criterion,  but  deny  it  we  cannot. 
If  economic  history  teaches  one  lesson  of  indisputable  meaning, 
it  is  the  utter  inevitableness  of  the  method,  machine  or  institution 
that  makes  for  economy.  We  may  —  indeed,  we  must  —  ame¬ 
liorate  its  temporary  destructiveness,  but  thwart  it  we  cannot. 
Such  is  the  law  of  progress,  and  progress  is  inevitable.  Not  with- 
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out  interruption  from  men  and  institutions,  and  not  without 
guidance  at  times  by  combinations  of  men  in  legislature,  church, 
and  trade  union,  but  in  its  ultimate  direction  irresistible  and  ir¬ 
reversible,  the  car  of  industrial  progress  has  traveled  its  appointed 
way,  improving,  enlarging,  but  always  complicating  the  mechan¬ 
ism  of  industry,  and  so  ceaselessly  reducing  the  proportion  of  in¬ 
dependent  workers.  Capitalism,  the  separation  of  the  industrial 
classes,  and  the  labor  problem  are  the  products  of  progress  itself. 

It  is  some  comfort  to  reflect  that  our  problems  are  the  problems 
of  progress,  the  growing  pains  of  youth,  and  not  the  signs  of  ap¬ 
proaching  decay.  Of  course,  it  avails  nothing  to  the  man  who  is 
thrust  aside  or  maimed  by  the  car  of  progress,  to  be  told  that  his 
suffering  is  a  mere  incident  in  the  upward  march  of  society.  This 
truth,  indeed,  carries  with  it  a  supplementary  lesson  of  the  gravest 
consequence:  society  must  learn  to  minimize  the  unfortunate 
incidents  of  progress,  and  systematically  compensate  those  who 
are  injured  literally  for  humanity’s  sake,  because  it  is  just  this 
incidental  and  temporary  destructiveness  of  progress  that  ac¬ 
counts  for  the  gravest  economic  and  social  evils  of  our  epoch. 
Moreover,  society  must  learn  to  restrain  the  capricious  plunging, 
the  unnecessary  deviations  of  our  figurative  vehicle;  and  as  in¬ 
vention  crowds  upon  invention,  and  revolutionary  methods  re¬ 
place  those  to  which  we  are  accustomed  and  to  which  we  have 
accommodated  ourselves,  in  a  word,  as  progress  becomes  more 
rapid,  social  regulation  must  increase.  No  greater  truth  has  ever 
been  enunciated  by  an  American  economist  than  the  proposition, 
so  ably  maintained  by  Professor  Henry  C.  Adams  in  his  Relation 
of  the  State  to  Industrial  Action,  that  public  regulation  must  pro¬ 
ceed  pari  passu  with  the  development  of  private  trade  and  in¬ 
dustry.  The  true  ideal  of  society  is  not  laissez-faire,  but  eco¬ 
nomic  freedom,  and  freedom  is  the  child,  not  the  enemy,  of  law 
and  regulation. 

3.  Development  of  the  Labor  Movement  in  the 
United  States  1 

In  reading  the  following  account  of  the  history  of  organized 
labor  in  the  United  States,  it  must  be  borne  in  mind  that  the  or- 

1  The  outline  of  this  article  follows  that  given  by  Short  History  of  the  American 
Labor  Movement,  by  Beard.  Harcourt,  Brace  &  Co.,  publishers. 
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ganized  labor  movement  is  essentially  empirical,  both  in  structure 
and  function;  that  it  has  evolved  by  the  process  of  trial  and  error, 
adapting  its  form,  its  program,  and  its  methods  to  changing  in¬ 
dustrial  forces.  Consequently,  to  reduce  its  history  during  any 
period  of  rapid  industrial  change  to  a  simple  chronological  se¬ 
quence  involves  some  distortion  of  the  facts;  It  is  possible,  how¬ 
ever,  with  this  caution  in  mind  to  divide  the  history  of  the  labor 
movement  in  the  United  States  into  six  rather  well-marked 
periods. 

The  beginnings  of  trade-unionism,  1792-1827.  There  were  no 
trade  unions  in  the  modern  sense  in  the  colonial  period  of  Ameri¬ 
can  history.  Industry  at  that  time  had  not  reached  the  factory 
stage  of  its  development;  no  permanent  class  of  industrial  wage- 
earners  existed;  economic  enterprise  was,  in  large  part,  limited  to 
agricultural  pursuits.  There  were,  it  is  true,  some  organizations 
among  the  workingmen  of  the  town;  but  these  took  the  form  of 
friendly  or  benevolent  societies  whose  purpose  was,  in  part,  to 
render  financial  aid  to  members  in  distress,  in  part  to  supply 
facilities  for  their  social  activities.  These  organizations  made  no 
attempt  to  interfere  with  wages,  hours  of  labor,  or  other  matters 
of  importance  in  the  trade. 

At  the  time  of  the  adoption  of  the  Constitution,  however,  the 
United  States  felt  the  first  effects  of  the  Industrial  Revolution. 
Manufactured  goods,  formerly  imported  from  England  began  to 
be  supplied  from  home  industries.  The  new  machine  processes 
began  to  encroach  upon  the  fields  of  enterprise  formerly  monopo¬ 
lized  by  the  skilled  craftsmen.  The  market  widened  and  com¬ 
merce  sprang  up  between  industrial  cities  which  undermined  the 
power  of  workmen  and  employers  of  any  one  locality  to  control 
prices  and  wages.  A  new  figure  appeared  in  the  market,  in  the 
person  of  the  “merchant  capitalist,”  whose  function  it  was  to  buy 
in  the  cheapest  market  and  sell  in  the  dearest,  thus  broadening 
the  area  within  which  competition  worked  out  its  effects  upon 
prices  and  the  wages  of  labor.  Under  the  pressure  of  these  con¬ 
ditions,  the  wage-earners  gradually  drew  away  from  cooperation 
with  their  local  employers  and  began  to  form  unions  among  them¬ 
selves  for  the  protection  of  the  wage  rate. 

These  early  unions  were  very  narrow  in  their  scope,  being 
limited  to  a  specific  trade  and  a  specific  locality.  In  other  words. 
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they  were  what  we  would  call  in  modern  parlance  “local  craft 
unions.”  They  were  made  up  of  skilled  workers  only:  printers, 
shoemakers,  tailors,  carpenters.  All  records  of  many  of  these 
early  local  labor  societies  have  disappeared;  but  we  know  that  the 
shoemakers  of  Philadelphia  were  organized  in  1792;  that  the  print¬ 
ers  of  New  York  had  their  Typographical  Society  as  early  as  1794 
and  were  organized  in  Philadelphia  and  Baltimore  during  the 
opening  years  of  the  nineteenth  century.  The  Boston  printers 
were  associated  on  a  permanent  basis  in  1809,  and  in  New  Orleans 
a  year  later. 

“During  the  quarter  century  which  followed  the  inauguration 
of  Washington  as  first  President  of  the  United  States  in  1789,  the 
skilled  workmen  of  the  American  towns  formed  powerful  local 
organizations  to  take  part  in  the  fixing  of  hours,  wages  and  con¬ 
ditions  of  the  industries  generally.  During  the  same  period, 
trade  unions  drew  slowly  away  from  employers,  finally  excluding 
from  membership  those  journeymen  who  became  masters.”  The 
activities  of  these  groups  were  still  tinctured  with  the  spirit  of  the 
friendly  societies  which  had  preceded  them  in  the  colonial  pe¬ 
riod,  but  the  importance  of  these  features  gradually  declined  as 
the  struggle  to  protest  the  customary  wage  rate,  to  defend  the 
craftsman  in  the  prerogatives  of  his  trade  as  against  the  encroach¬ 
ment  of  the  machine  and  the  apprentice,  grew  more  intense. 
Selfish  in  their  aims,  limited  in  their  outlook  to  the  individual 
craft  and  locality,  and  devoid  of  broad  social  purpose,  these  early 
trade  unions  did  little  to  arouse  within  the  laboring  population  as 
a  whole  any  consciousness  of  common  class  interests. 

Political  and  social  agitation,  1827-1830.  “The  first  coordi¬ 
nated  movement  of  several  trades  in  the  United  States  occurred  in 
Philadelphia  in  1827  when,  as  a  result  of  a  strike  of  building- trades 
workmen  for  a  ten-hour  day,  there  was  formed  the  first  effective 
city  central  organization  of  wage-earners  in  the  world  —  the 
Mechanics’  Union  of  Trade  Associations.  This  in  turn  gave 
birth  to  the  first  labor  party  in  the  world  —  the  Workingmen’s 
Party,  which  led  to  the  first  industrial  union,  at  least  in  this 
country  — ■  the  New  England  Association  of  Farmers,  Mechanics, 
and  other  Workingmen.  For  several  years  this  movement  was 
not  only  the  expression  of  labor’s  unrest,  but  was  also  an  impor¬ 
tant  political  force  with  which  the  old  established  parties  were 
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obliged  to  reckon  and  to  which  they  were  obliged  to  make  con¬ 
cessions.”  1 

The  entrance  of  the  organized  labor  movement  into  politics 
marks  the  close  of  the  first  period  in  the  history  of  this  move¬ 
ment  in  the  United  States,  and  the  opening  of  its  second  phase. 
This  was  a  period  of  social  and  political  experiment  when  all 
classes  of  society  were  engaged  in  applying  the  new  doctrines  of 
democracy  to  a  reform  of  the  social  order.  It  was  the  time  of 
the  Utopians  and  Humanitarians  whose  communistic  and  coop¬ 
erative  experiments  spread  over  the  country.  Labor’s  attempt 
to  accomplish  its  ends  by  political  means  was  a  response,  in  part, 
to  this  prevailing  element  in  the  thought  fife  of  the  time;  and, 
in  part,  a  reaction  to  the  competitive  forces  which  were  break¬ 
ing  down  craft  and  community  lines. 

The  Workingmen’s  Party,  formed  in  Philadelphia  in  1828,  was 
at  the  outset  a  successful  political  venture.  In  the  first  year,  it 
elected  all  of  its  candidates  to  the  city  council  and  captured  a 
balance  of  power  in  that  body.  At  the  following  election,  how¬ 
ever,  its  vote  dwindled  and  it  lost  control.  In  1831,  its  attempt 
to  run  independent  candidates  was  a  complete  failure  and  it 
thereupon  withdrew  from  the  political  field.  At  about  the  same 
time,  as  an  outgrowth  of  a  struggle  over  the  ten-hour  day  in  the 
building  trades  of  New  York  City,  a  labor  party  was  formed  in 
that  place.  During  the  next  two  years,  there  was  an  active  cam¬ 
paign  on  the  part  of  wage-earners  to  elect  independent  representa¬ 
tives  to  the  city  council  and  the  state  legislature.  Small  towns 
in  the  State  fell  in  with  this  movement  which  met  with  some  local 
successes.  Gradually  the  movement  spread  to  other  States 
throughout  the  country,  every  State  in  the  Union,  with  the  ex¬ 
ception  of  New  Hampshire  showing  some  signs  of  the  political 
activity  of  the  laborers. 

This  first  period  of  political  activity  on  the  part  of  the  organized 
workers  lasted  until  1834.  It  ended  everywhere  in  failure  as  far 
as  its  immediate  objectives  were  concerned.  Yet  the  movement 
had  an  influence  on  the  trend  of  politics  in  the  country  as  a  whole, 
for  many  of  the  measures  advocated  by  the  labor  parties  were  in¬ 
corporated  into  the  platforms  of  the  older  parties.  Imprisonment 
for  debt  was  abolished;  the  principle  of  universal  education  at 

1  History  of  Labor  in  the  U nited  States ,  by  Commons,  vol.  1,  p.  169. 


DEVELOPMENT  OF  ORGANIZED  LABOR  239 

public  expense  was  established;  and  other  reforms,  originally 
advanced  by  the  workers,  became  a  part  of  the  law  of  the  land. 
From  the  standpoint  of  the  labor  movement,  its  principal  effect 
was  to  break  down  the  narrow  craft  consciousness  which  had 
characterized  the  earlier  unions  and  to  prepare  the  way  for  at¬ 
tempts  at  broader  forms  of  organization  to  follow. 

After  the  failure  of  their  political  programs,  the  workers  fell 
back  upon  industrial  action  and  there  set  in  a  period  of  rapid 
increase  in  the  numbers  and  effectiveness  of  the  trade  unions. 
This  movement  was  aided  by  the  prosperity  which  the  country 
experienced  during  the  early  thirties  as  a  consequence  of  the  rising 
prices.  By  1836  there  were  fifty-three  trade  unions  in  Philadel¬ 
phia;  sixteen  in  Boston;  the  same  number  in  Newark;  twenty- 
three  in  Baltimore;  fifty-two  in  New  York.  It  was  then  estimated 
that  the  union  membership  in  the  seaboard  cities  amounted  to 
300,000. 

“As  organization  advanced  by  leaps  and  bounds  in  the  indi¬ 
vidual  trades,  there  developed  a  labor  movement  of  wider 
significance  —  namely,  the  combination  of  the  trade  unions  of  a 
single  city  into  central  bodies  for  financial  and  moral  support 
during  strikes.  These  central  bodies  repudiated  political  action 
and  bent  to  the  task  of  controlling  the  trades  in  such  a  way  as  to 
improve  their  own  economic  conditions.  In  their  strikes  for 
higher  wages  and  shorter  hours,  they  sought  to  exercise  some 
check  on  hasty  and  ill-considered  action  on  the  part  of  any  union. 
Through  common  discussion  of  trade  conditions  in  different  in¬ 
dustries,  the  workers  learned  more  about  the  products  of  ‘unfair’ 
shops,  other  than  their  own,  and  thus  were  able  to  introduce  the 
boycott  of  goods  as  well  as  the  boycott  of  the  ‘ scab.’  The  idea  of 
the  union  label  now  crept  in  so  that  the  workers  might  recognize 
in  the  open  market  the  products  of  union  shops  and  confine  their 
purchases  to  such  products  wherever  possible. 

“The  labor  movement  of  the  thirties  tried  to  reach  out  toward 
still  wider  and  more  effective  combinations  through  a  national 
organization  of  local  unions.  An  attempt  in  this  direction  was 
made  in  1834  in  New  York  City  where  a  convention  was  called 
from  all  parts  of  the  country  ‘  to  advance  the  moral  and  intellec¬ 
tual  condition  and  pecuniary  interests  of  the  laboring  classes,  oro- 
mote  the  establishment  of  trades  unions  in  every  section  of  the 
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United  States:  and  also  to  publish  and  disseminate  such  informa¬ 
tion  as  may  be  useful  to  mechanics  and  workingmen  generally; 
and  to  unite  and  harmonize  the  efforts  of  all  the  productive  classes 
of  the  country.  Trade  unionists  from  the  leading  cities  came 
together  in  a  similar  convention  for  similar  purposes  for  two  suc¬ 
ceeding  years  before  they  realized  that  their  attempt  to  consoli¬ 
date  the  workers  of  the  nation  was  premature.  They  were  fully 
convinced  that  better  groundwork  would  have  to  be  laid  in  local 
and  city  organizations  before  the  national  movement  became 
powerful  and  permanent.” 

This  was  the  first  attempt  to  federalize  the  workers  in  all  the 
different  crafts  into  one  national  organization.  After  it  was  given 
up,  the  organized  labor  movement  fell  back  into  the  channels  of 
craft  unionism  and  began  a  process  of  national  organization  along 
craft  lines.  In  1835,  the  shoemakers  met  in  national  assembly 
representing  the  local  unions  of  this  trade  in  the  different  indus¬ 
trial  cities  and  laid  the  foundations  for  a  national  organization. 
During  the  next  two  years,  four  other  national  unions  were  formed 
by  the  printers,  the  comb-makers,  the  carpenters  and  the  hand- 
loom  weavers.  This  development  had  scarcely  got  under  way, 
however,  when  the  disastrous  Panic  of  1837  dealt  a  body  blow 
to  the  whole  labor  movement.  With  business  at  a  standstill,  the 
credit  structure  demolished,  unemployment  general,  and  prices 
and  wages  falling,  the  union  leaders  found  it  impossible  to  keep 
their  local  organizations  together  to  say  nothing  of  striking  out 
on  broader  plans  of  development.  All  the  national  unions  disap¬ 
peared,  most  of  the  city  centrals  likewise  vanished,  and  but  a 
small  fraction  of  the  local  units  survived. 

As  a  consequence  of  the  Panic  of  1837,  the  organized  labor 
movement  was  turned  again  in  the  direction  of  political  activity, 
and,  during  the  remainder  of  this  period  —  i.e.,  until  about  1850 
—  its  energies  were  absorbed  in  various  social  and  political  experi¬ 
ments.  The  wage-earners,  powerless,  in  the  face  of  the  great  in¬ 
dustrial  calamity,  to  improve  their  lot  by  economic  methods,  were 
a  fruitful  field  for  the  labors  of  reformers  and  theorists  of  all 
schools.  Many  workmen  became  followers  of  Brisbane  and 
Greeley,  the  American  disciples  of  Fourier,  and  wasted  their  en¬ 
ergies  in  futile  attempts  to  found  communistic  colonies  in  different 
parts  of  the  country.  Others,  under  the  leadership  of  intellec- 
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tuals,  joined  political  parties  in  opposition  to  monopolies,  in  favor 
of  cheap  money,  for  restriction  of  immigration,  for  land  reform. 
The  trade-union  movement,  as  such,  virtually  disappeared. 

Period  of  national  organization,  1850-1866.  With  the  indus¬ 
trial  recovery  of  the  country  in  the  late  forties,  trade-unionism 
of  the  older  type  was  revived.  A  decade  of  experiment  with 
Utopian  ventures  and  political  agitation  left  the  wage-earners  in 
a  mood  to  resort  once  more  to  cooperative  action,  strictly  within 
their  own  class,  upon  the  industrial  field.  Economic  forces 
favored  this  tendency.  The  increasing  industrialization  of  the 
country  had  begun  to  draw  sharp  class  lines  between  the  property¬ 
less  and  the  employer-capitalists;  at  the  same  time  the  broadening 
of  the  market  under  the  influence  of  improved  transportation 
gave  strength  to  other  tendencies  which  were  working  in  the  direc¬ 
tion  of  national  organization  along  class  lines.  In  1850  the 
Typographical  Union  formed  a  nation-wide  organization  of  its 
craft.  A  similar  national  union  was  formed  by  the  Stone-Cutters 
ir  1853,  the  Hat  Finishers  in  1854,  the  Moulders  in  1857,  and  the 
Machinists  and  Blacksmiths  in  the  same  year.  As  is  always  the 
case  during  periods  of  intense  industrial  activity,  these  years  were 
marked  by  many  strikes  and  other  evidences  of  aggressiveness  on 
the  part  of  labor.  The  conflict  centered  around  questions  of 
wages  and  hours,  questions  of  immediate  economic  advantage  to 
the  craftsman.  The  broad  social  philosophy  of  the  preceding 
decade  was  given  up,  together  with  the  attempt  to  effect  a  com¬ 
prehensive  organization  of  the  entire  laboring  population  into 
a  single  cooperative  union;  and  the  labor  movement  remained 
within  the  confines  of  the  several  specific  trades  or  crafts. 

This  movement  was  gaining  headway  when  a  second  disaster  — 
the  Panic  of  1857  —  again  checked  its  growth.  Union  organiza¬ 
tion,  as  has  always  been  the  case,  dissolved  under  the  impact  of 
hard  times,  and  the  recent  gains  in  membership  and  more  com¬ 
plete  organization  were  swept  away  as  unemployment,  low 
wages,  and  distress  undermined  the  economic  power  of  the  work¬ 
ers.  The  initial  effect  of  the  Civil  War  was  also  injurious  to  the 
labor  movement.  As  a  consequence  of  the  inflationist  policy  of 
the  Federal  Government,  prices  rose  faster  than  wages,  and  there 
set  in  a  gradual  degradation  of  the  standard  of  life  of  the  aver¬ 
age  man.  The  period  from  1857  to  1863  records  a  low- water 
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mark  in  the  progress  of  organized  labor  when  its  slump  both  in 
membership  and  effectiveness  reduced  it  to  a  point  of  insignifi¬ 
cance  comparable  to  its  condition  in  the  earliest  stages  of  its 
growth. 

The  setback,  however,  was  temporary  in  character;  nor  did  it 
exert  an  immediate  influence  upon  the  direction  taken  by  the  la¬ 
bor  movement,  the  type  of  organization  which  the  workers  strove 
to  effect,  or  the  tactics  they  employed  when  recovery  set  in. 
One  truth  is  clearly  established  by  the  history  of  organized  labor 
in  all  lands :  namely,  that  strength  of  the  movement  varies  directly 
with  the  economic  prosperity  of  the  workers  and  their  social  im¬ 
portance  in  the  industrial  system.  Union  labor  is  not  the  out¬ 
growth  of  desperation  but  of  strength;  its  periods  of  expansion 
coincide  with  times  of  business  prosperity  when  there  is  a  relative 
shortage  of  labor  and  an  increase  in  the  bargaining  power  of  the 
wage-earner;  conversely,  decline  in  membership  and  power  is 
recorded  during  periods  of  unemployment,  falling  wages,  and 
general  distress.  After  the  first  year  of  the  war,  the  business 
world  had  begun  to  respond  to  the  influence  of  wholesale  govern¬ 
ment  purchasing;  factories  were  working  overtime;  new  enter¬ 
prises  sprang  up  in  the  industrial  cities  of  the  North,  and  old  ones 
expanded  the  scope  of  their  operations.  These  developments, 
coupled  with  the  drafting  of  workers  into  the  army,  resulted  in  a 
relative  scarcity  of  labor  which  progressively  strengthened  the 
position  of  the  wage-earner  in  the  economic  system.  That  the 
union  movement  quickly  gained  momentum  under  the  influence  of 
these  favoring  circumstances  is  shown  in  the  accompanying  table. 

Until  1866,  the  end  of  the  period  we  are  describing,  this  ex¬ 
pansion  of  trade-unionism  took  place  within  the  craft  lines  which 
had  marked  out  the  path  of  union  development  after  the  disillu¬ 
sioning  experience  of  labor  with  political  and  socialistic  ventures 
in  the  forties.  As  locals  increased  in  number,  however,  each  craft 
undertook  again  the  task  of  uniting  its  members  on  a  national 
scale.  During  the  period  of  intense  business  activity — which 
lasted  from  1863  to  1866  —  ten  national  unions  sprang  up  in  two 
years.  At  the  close  of  the  sixties  there  were  in  existence  at  least 
thirty-two  national  trade  unions,  some  of  them  assuming  the 
title  international  ’  so  as  to  include  the  locals  organized  in 
Canada. 
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States 

Connecticut . 

Delaware . 

Illinois . 

Indiana . . 

Kentucky . 

Maine . 

Maryland . 

Massachusetts. . 

Michigan . 

Missouri . 

New  Hampshire 

New  Jersey . 

New  York . 

Ohio . 

Pennsylvania . . , 
Rhode  Island.  . 

Tennessee . 

Vermont . . 

Virginia . - 

Wisconsin . 

Total 


Number  or  Unions 
1863  1864 

2  6 


1 

3 

2 

1 


17 

4 

4 

3 

4 
16 

4 

IS 

I 


1 

I 


79 


I 

10 

17 

8 

7 

x 

42 

9 

9 

S 

10 

74 

16 

44 

7 
a 
•  • 
x 
1 

270 


Second  attempt  at  amalgamation,  1866-1886.  “All  things 
conspired  together  to  draw  organized  labor  in  war-time  into  closer 
union  on  a  national  scale.  By  the  end  of  the  Civil  War  every 
important  city  had  its  city  trades  assembly  representing  all  the 
organized  crafts.  It  had  cooperative  stores,  free  libraries  and 
reading  rooms,  legislative  lobbies,  and  a  labor  press.  It  held 
periodic  meetings  and  helped  those  unions  engaged  in  contests  for 
better  conditions.  There  were,  as  we  have  seen,  thirty  powerful 
national  unions  of  specific  trades  and  several  of  these  trades  had 
their  own  journals. 

“The  time  seemed  ripe  for  a  grand  consolidation  of  all  labor’s 
forces,  such  as  had  been  tried  thirty  years  before  without  perma¬ 
nent  results.  So  in  1864  an  attempt  was  made  to  federate  the  city 
trades  assemblies.  A  national  convention  was  called  for  this  pur¬ 
pose,  the  idea  being  to  form  a  national  body  on  the  General  Con¬ 
federation  of  Labor  in  France. .  . .  The  main  object  of  the  pro¬ 
moters  of  this  organization  was  to  abolish  strikes  and  establish 
trade  agreements  with  employers  in  their  place.  In  explanation 
of  these  objects,  the  promoters  declared  “that  the  capitalists  or 
employers  will  cease  to  refuse  our  just  demands  and  will  if  we 
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make  any  unreasonable  demands,  condescend  to  come  down  on  a 
level  with  us  and  by  argument  and  proof  show  us  that  our  de¬ 
mands  are  unjust,  but  this  will  have  to  be  explained  to  the  satis¬ 
faction  of  the  trades  assembly  of  the  city  in  which  the  demand 
was  made.”  The  outcome  of  this  movement  was  the  formation, 
in  1866,  of  the  National  Labor  Union. 

“The  basis  of  the  National  Labor  Union  was  the  city  assemblies 
of  trade  unions.  It  did  not  represent  strict  craft  unionism,  there¬ 
fore.  Moreover,  it  did  not  confine  its  efforts  to  the  promotion  oi 
that  type  of  union  effort.  Sylvis  (the  prime  mover  in  this  attempt 
at  amalgamation),  who  was  himself  a  workingman  and  a  good 
unionist,  was  deeply  interested  in  freeing  labor  from  the  control  of 
capitalists  by  means  of  cooperative  shops  in  which  the  workmen 
supplied  their  own  capital  and  shared  the  profits.  In  1867  he 
declared:  “At  last,  after  years  of  earnest  effort  and  patient  waiting 
and  constant  preaching,  cooperation  is  taking  hold  upon  the 
minds  of  our  members  and  in  many  places  very  little  else  is  talked 
about.”  A  year  later  he  was  still  urging  the  superior  merits  of 
cooperation  as  compared  with  unionism,  insisting  that  unionism 
made  war  upon  the  effects  of  industrial  distress  and  did  not  get 
at  the  cause,  which  was  in  the  fact  of  the  wage  system  itself. 
Sylvis’s  own  union,  the  ironmoulders,  made  a  number  of  experi¬ 
ments  in  cooperative  production,  opening  ten  or  more  cooperative 
foundries  which  failed.  Similar  attempts  were  made  during  this 
period  by  other  trades,  bakers,  shipwrights,  machinists,  tailors, 
printers,  needlewomen,  etc.  The  unsuccessful  strikes  carried  on 
in  1867-68  were  followed  in  many  instances  by  the  establishment 
of  independent  cooperative  shops  in  which  the  producer  was  to 
receive  the  “full  product  of  his  labor  and  the  wages  struggle  was 
to  be  eliminated.” 

In  addition  to  these  ventures  in  the  field  of  cooperative  pro¬ 
duction,  the  National  Labor  Union  soon  became  involved  in 
politics.  The  difficulty  in  securing  money  capital  with  which  to 
equip  the  experiments  in  production  swung  the  movement  into 
fine  with  other  organizations  interested  in  “cheap  money”  and 
political  alliances  were  made  with  the  Grangers  and  the  “  Green- 
backers.”  The  inflationist  program  of  these  groups  was  par¬ 
tially  successful,  leading  to  the  passage  of  the  Silver  Purchase 
Act  at  the  end  of  the  seventies;  but  this  part  of  the  policy  oi 
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organized  labor  has  left  no  lasting  impress  upon  the  legal  system 
of  the  United  States.  This  was  not  true,  however,  of  other  phases 
of  labor’s  political  platform.  The  agitation  for  Chinese  exclusion 
led  eventually  to  the  exclusion  act  of  1882;  after  a  protracted 
struggle,  the  eight-hour  day  was  made  the  legal  standard  for 
federal  employees;  the  demand  for  a  Government  Bureau  of  Labor 
was  granted  in  1884.  As  in  the  earlier  period  of  labor’s  activities 
in  politics,  the  principal  effect  of  its  agitation  was  to  force  upon 
the  other  parties  an  acceptance  of  its  chief  demands  and  eventu¬ 
ally  to  enact  them  into  law  through  this  medium. 

“Unluckily  for  the  National  Labor  Union,  most  of  the  coopera¬ 
tive  experiments  on  the  part  of  workingmen  failed,  and  the 
political  gains  made  by  agitation  did  not  seem  important  or 
spectacular  enough  to  hold  the  rank  and  file.  The  pure  and 
simple  unionists  began  to  desert,  and  by  1872  the  Union  had 
ceased  to  function,  having  fallen  almost  entirely  into  the  hands  of 
political  reformers.  Another  reason  for  its  failure  was  its  founda¬ 
tion  upon  city  trades  assemblies  rather  than  upon  the  regular 
national  craft  unions.  City  assemblies  were  more  interested 
in  their  local  problems  and  in  local  politics  than  in  national 
affairs.” 

One  year  after  the  dissolution  of  the  National  Labor  Union 
came  the  Panic  of  1873  whose  effect  upon  the  labor  movement 
was  the  same  as  that  experienced  during  earlier  periods  of  indus¬ 
trial  depression.  To  the  best  of  their  ability,  the  national  craft 
unions  resisted  wage  cuts  and  the  loss  of  working  standards  won 
during  the  preceding  decade;  but  were,  on  the  whole,  impotent  in 
the  face  of  underlying  economic  forces  tending  to  depress  the 
business  prosperity  of  the  country.  The  period  from  1873  to 
1878  was  one  of  prolonged  and  bitter  strikes,  resulting  in  violence 
so  widespread  as  to  border  on  a  condition  of  civil  war.  It  was 
the  time  of  the  “Molly  Maguires”  who  terrorized  the  Pittsburgh 
district;  of  the  first  great  railroad  strikes;  of  the  first  clash  between 
organized  labor  and  the  federal  troops  called  out  to  maintain 
order  during  an  industrial  disturbance.  The  national  organiza¬ 
tions  of  the  craft  unions  were  almost  annihilated,  but  eight  re¬ 
maining  of  the  thirty-two  which  were  in  existence  in  1870. 
Craft-union  membership  the  country  over  fell  to  something  like 
onr  fifth  of  the  former  figure. 
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In  this  setting  was  born  the  Knights  of  Labor,  successor  to  the 
National  Labor  Union  in  the  attempt  to  amalgamate  in  one  or¬ 
ganization  the  working  classes  of  the  country,  but  destined  to  be 
more  successful  than  its  predecessor  and  to  hold  the  center  of  the 
stage  in  the  world  of  labor  until  the  end  of  the  period  we  are  con¬ 
sidering  (i.e.,  until  1886).  The  Noble  Order  of  the  Knights  of 
Labor  was  the  outgrowth  of  a  union  formed  among  the  garment 
cutters  in  Philadelphia  in  1869.  Taking  the  name  by  which  it  is 
now  known  in  labor  history  in  1871,  the  Knights  of  Labor  began 
to  branch  out  to  embrace  within  its  membership  other  workers 
than  those  in  the  clothing  trade  and  other  localities  than  the  city 
of  its  origin.  By  1876  there  were  over  a  hundred  local  assemblies 
in  different  cities  in  Pennsylvania,  and  in  1878,  after  the  organiza¬ 
tion  had  spread  into  other  States,  these  scattered  locals  were 
drawn  together  into  a  single  national  union. 

The  structure  of  this  national  union  was  highly  centralized. 
At  the  top  stood  the  national  assembly  with  its  permanent  officers, 
which  was  given  absolute  authority  over  the  district  assemblies  — 
the  next  lower  unit.  In  the  terms  of  the  constitution  of  the  Order, 
the  national  assembly  had  full  and  final  jurisdiction  over  all  sub¬ 
ordinate  bodies  and  was  made  “  the  highest  tribunal.”  In  matters 
of  local  interest,  the  district  assemblies  were  placed  in  a  similarly 
dominant  position  as  regards  the  local  units.  Thus  was  built  up 
an  autocratic  system  in  which  final  authority  to  command  or  pro¬ 
hibit  was  lodged  in  the  hands  of  permanent  officers  and  standing 
committees  at  the  top.  The  aim  of  the  organization  was  to  weld 
the  labor  movement  into  a  single  disciplined  army  subject  to 
orders  issued  from  a  central  office  and  mobile  enough  to  act  as  a 
unit.  The  tests  of  eligibility  for  membership  were  so  broad  as 
almost  to  take  in  every  worker  by  hand  or  brain.  Any  person 
over  eighteen  years  of  age  “working  for  wages,  or  who  at  any  time 
had  worked  for  wages,”  could  join,  but  “no  person  who  either 
sells,  or  makes  his  living  from  the  sale  of  intoxicating  drink” 
could  become  a  member  nor  could  any  lawyer,  doctor,  or  banker. 
With  respect  to  membership,  it  is  apparent  that  the  Knights  of 
Labor  stood  in  contrast  with  the  narrow  craft  unions  which  had 
practically  met  their  deathblow  in  the  Panic  of  1873.  As  a  di¬ 
rect  consequence  of  this  all-inclusive  membership,  the  program 
of  the  organization  ran  in  terms  of  broad  social  reform,  aimed 
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at  a  general  improvement  of  labor  conditions  all  along  the  line. 

“The  Knights  of  Labor  took  no  aggressive  action  as  a  national 
organization  until  1880.  After  that  year  its  principal  activity 
consisted  in  the  conduct  of  strikes.  Many  of  these  strikes  were 
unsuccessful  because  the  organization  operated  mainly  among  the 
unskilled  and  inexperienced  in  labor  controversies,  and  because 
its  centralized  character  was  not  well  adapted  to  a  strike  of  the 
members  of  a  single  trade. .  .  .  Frequent  railway  strikes  were 
a  feature  of  the  labor  movement  during  the  years  1884  to  1886. 
Some  early  successes  of  the  Knights  of  Labor  in  the  conduct  of 
these  struggles  served  as  a  powerful  advertisement  of  the  or¬ 
ganization.  The  result  was  that  strikes  were  declared  and  the 
strikers  joined  the  Knights  of  Labor  after  they  had  struck.  The 
almost  unavoidable  outcome  of  such  a  method  was  a  second  strike 
after  a  short  interval  to  protect  the  existence  of  the  new  union. 
A  strike  on  the  Wabash  Railway  in  August,  1885,  was  of  this  char¬ 
acter.  A  lockout  of  the  members  of  the  Knights  of  Labor,  under 
the  guise  of  a  reduction  of  forces,  compelled  the  general  executive 
board  to  issue  an  order  which  would  have  caused  a  general  strike 
affecting  Jay  Gould’s  Southwestern  System.  Gould  would  not 
risk  a  stride  at  that  time,  and,  accordingly,  an  agreement  was 
made  by  him  which  satisfactorily  settled  the  trouble.  The  effect 
of  this  victory  was  to  give  an  exaggerated  idea  of  the  power  of  the 
Knights,  both  to  the  workingman  and  to  the  general  public.”  1 
This  overestimate  of  the  influence  of  the  organization  among 
workingmen  had  been  fostered  during  the  early  history  of  the 
Knights  by  its  policy  of  secrecy.  Until  1881,  it  made  an  effort  to 
keep  its  name  secret  from  the  general  public,  using,  in  the  place  of 
its  official  title  when  referring  to  itself,  five  stars  or  asterisks. 
This  gave  it  a  mysterious  character,  and  it  came  to  be  looked  upon 
by  the  general  public  as  an  “invisible  empire”  with  great  and 
hidden  power.  After  this  policy  had  been  given  up  in  response  to 
pressure  of  public  opinion  and  the  Catholic  Church,  its  strike 
activities  served  to  carry  on  the  tradition  of  power,  so  that  it 
figured  in  the  discussion  of  political  parties  and  in  the  press  as  one 
of  the  principal  forces  of  the  day. 

The  extent  of  the  membership  of  the  Knights  at  the  height  of 

1  Social  Politics  in  the  United  States,  by  Fred  E.  Haynes,  pp.  gi-92.  Houghton 
Mifflin  Company,  publishers. 
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its  power  has  always  been  a  matter  of  dispute.  Fantastic  claims 
were  made  for  it,  both  by  its  friends  and  by  its  opponents.  It  is 
probable  that  its  followers  never  numbered  more  than  three 
quarters  of  a  million  at  any  time,  though  various  estimates  made 
at  the  time  placed  its  membership  as  high  as  five  million.  The 
New  York  Sun  in  a  leading  article  asserted  that  the  five  men  who 
constituted  the  executive  board  of  the  organization  had  it  in  their 
power  to  throw  2,500,000  people  out  of  work  without  warning, 
and  referred  to  the  Federal  Government  as  a  “petty  authority” 
in  comparison  with  this  power. 

“  The  outcome  of  the  Gould  strike  of  1885,  the  exaggeration  of 
the  powers  of  the  Knights  by  the  press  and  public,  and  their  suc¬ 
cesses  at  Washington  provided  the  setting  for  the  great  labor  up¬ 
heaval  of  1886.  This  upheaval  marked  the  appearance  of  a  new 
class  in  the  labor  movement  —  that  of  the  unskilled.  They  felt 
that  they  had  found  a  champion  who  could  curb  the  most  power¬ 
ful  capitalists  of  the  country.  Their  accumulated  bitterness  and 
resentment  now  caused  a  rush  to  organize  under  the  leadership  of 
the  Knights.  The  rapid  pace  at  which  the  order  grew,  the  wave 
of  strikes,  particularly  sympathetic  strikes,  the  use  of  the  boycott, 
the  violence  of  the  movement  —  1886  was  the  year  of  the  Chicago 
anarchist  outbreak  —  all  were  evidence  of  the  rise  of  a  new  class 
—  the  unskilled  worker.  The  outburst  bore  the  aspect  of  a 
social  war.  A  frenzied  hatred  of  capital  was  shown  in  every  im¬ 
portant  strike.  Many  of  the  leaders  of  the  Knights  realized  the 
danger  created  by  the  attitude  of  the  rank  and  file,  but  they  were 
powerless  to  restrain  them.”  1 

After  1886,  the  Knights  of  Labor  began  rapidly  to  lose  ground. 
By  1890,  its  membership  had  fallen  from  700,000  to  100,000; 
during  the  succeeding  years,  more  of  its  followers  deserted  the 
order,  until  there  remained  but  a  handful  —  and  these  principally 
middle-class  political  reformers  —  to  carry  on  the  tradition. 
The  causes  of  its  decline  were,  in  part,  circumstantial;  in  part,  due 
to  essential  flaws  in  its  structure  and  policy.  In  the  first  group  of 
causes  may  be  listed  the  disastrous  outcome  of  its  strike  policy  in 
1886  in  fact,  the  strike  policy  itself,  especially  in  the  form  of  the 
sympathetic  strike,  was  a  constant  drain  upon  the  strength  of  the 

1  Social  Politics  in  the  United  States,  by  Fred  E.  Haynes,  pp.  93- 94.  Houghton 
Mifflin  Company,  publishers. 
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order,  wasting  its  resources  in  futile  struggles  against  the  growing 
power  of  big  business.  At  the  same  time,  the  violence  of  the 
order  called  forth  the  organized  efforts  of  the  employers  in  self- 
defense.  Strong  associations  were  formed  to  combat  the  Knights 
with  lockout  and  blacklist,  which  received  the  support  of  an 
aroused  public  opinion  in  their  efforts  to  break  the  power  of  this 
disturber  of  the  public  peace. 

The  more  fundamental  reason  for  the  failure  of  the  Knights  of 
Labor,  however,  is  to  be  found  in  its  own  inherent  weakness  of 
structure  and  the  ineffectiveness  of  its  program.  Embracing 
within  a  single  organization  all  workers  regardless  of  craft  or 
skill,  it  attempted  to  operate  on  the  assumption  of  a  community 
of  interest  among  workingmen.  But,  in  reality,  the  immediate 
interests  of  the  skilled  workers  often  ran  counter  to  those  of  the 
unskilled;  gains  were  to  be  made  by  the  craft  unions  through  the 
device  of  restricting  numbers  by  stringent  apprenticeship  rules 
and  thus  pressing  for  a  monopoly  advantage  in  industry  —  a 
policy  which  operates  to  destroy  the  opportunity  for  self-advance¬ 
ment  among  the  unskilled  and  to  depress  the  lower  rates  of  wages. 
During  the  eighties  there  was  little  class-consciousness  among  the 
industrial  workers  of  the  country  as  a  whole,  but  much  craft-  or 
trade-consciousness.  The  time  had  not  come  when  it  was  possible 
to  organize  the  entire  working  population  into  a  single  mixed  in¬ 
dustrial  union,  without  creating  internal  dissension.  That  time 
could  come  only  when  the  progress  of  machine  technique  in  in¬ 
dustry  had  advanced  so  far  that  most  wage-earners  were  reduced 
to  a  similar  condition  of  unskilled  factory  operatives.  An  at¬ 
tempt  to  form  such  an  organization,  before  the  time  was  ripe, 
compelled  the  order  to  adopt  policies  which  affronted  a  part  of  its 
membership,  policies  of  broad  social  action  —  like  the  sym¬ 
pathetic  strike  —  which,  in  the  opinion  of  the  skilled  workers, 
were  carried  on  at  their  expense  and  for  the  advantage  of  the  un¬ 
skilled.  This  conflict  within  the  organization  led  to  the  gradual 
withdrawal  of  the  craft-unionists;  as  for  the  unskilled,  member¬ 
ship  in  the  Knights  was,  with  them,  a  prosperity  policy ,  and  they, 
too,  deserted  when  the  order  began  to  lose  its  strikes. 

The  period  of  federated  national  craft  unions,  1886-1924. 
During  the  period  just  discussed,  we  have  seen  how  two  attempts 
to  organize  the  workers  in  a  single  comprehensive  union  failed. 
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Before  the  close  of  the  period,  a  reaction  against  this  effort  had 
begun  among  the  craftsmen  of  the  country  in  the  direction  of  a 
return  to  the  older  type  of  organization  along  trade  lines.  This 
revolt  was  led  by  the  stronger  national  craft  unions  which  had 
maintained  their  structure  intact  through  the  Panic  of  1873.  It 
resulted  in  the  establishment  of  the  American  Federation  of  Labor 
which,  from  that  time  to  the  present,  has  been  the  centralizing 
force  in  the  labor  movement  in  this  country. 

The  American  Federation  of  Labor  is  a  loose  federation  of 
national  craft  unions  —  a  union  of  unions.  Its  members  are  self- 
contained,  self-governed  organizations,  having  each  its  own  in¬ 
dependent  policy,  system  of  dues  and  benefits,  officers  and 
governmental  machinery.  A  dissolution  of  the  Federation  would 
leave  intact  these  great  national  craft  unions,  each  capable  of 
functioning  within  the  limits  of  its  own  specific  trade.  The 
loyalty  of  any  individual  union  member  of  the  country  is  to  his 
own  national  organization;  his  wage  demands  conform  to  its 
standards;  by  it  he  is  disciplined  and  controlled,  aided  while  on 
strike,  and  represented  in  his  bargaining  with  the  employer.  The 
Federation,  accordingly,  has  partial  jurisdiction  only,  and  can 
wield  no  real  authority  over  the  organizations  which  constitute 
its  membership;  its  policy  is  limited  to  cooperative  action  along 
lines  favorable  to  all  craft  unions  —  the  eight-hour  day,  collective 
bargaining,  the  union  label,  propaganda  favoring  union  organiza¬ 
tion,  and  substantial  aid  through  its  own  officers  to  any  craft  union 
seeking  to  increase  its  membership  and  power.  Its  independence 
as  an  organization  rests  upon  its  power  to  draw  a  permanent 
revenue  from  charter  fees  and  taxes  levied  upon  the  members  of 
the  national  craft  unions.  The  income  from  these  sources  is  ex¬ 
pended  on  publicity,  organizing  expenses,  and  strike  benefits 
supplementary  to  those  paid  by  the  national  organization  of  the 
strikers. 

As  a  consequence  of  the  dissension  within  the  ranks  of  the 
Knights  of  Labor  there  set  in,  as  we  have  seen,  a  reaction  toward 
craft-union  organization.  In  1885,  there  existed  in  the  country 
about  twenty  national  organizations  within  as  many  different 
trades.  This  number  increased  during  the  next  five  years  as 
efforts  were  made  by  the  skilled  workmen  to  reconstruct  the  or¬ 
ganizations  which  had  been  swept  out  of  existence  by  the  Panic  of 
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1873.  A  return  of  good  times  strengthened  this  movement,  and 
by  1885  the  membership  in  the  various  craft  organizations  num¬ 
bered  over  300,000.  The  power  and  prestige  of  the  national  union 
were  increased  by  several  new  lines  of  governmental  policy  which 
they  adopted  at  this  time.  “  Under  their  plan  (1)  complete 
authority  over  the  locals  was  given  to  the  officers  of  the  interna  ¬ 
tional  union;  (2)  membership  dues  were  increased  to  build  up  a 
large  benefit  fund;  and  (3)  a  benefit  system  was  created  to  tide 
the  union  over  periods  of  industrial  depression.  By  a  system  of 
fund  equalization,  the  well-to-do  locals  were  obliged  to  help 
weaker  locals  in  times  of  crisis.  Here  was  statesmanship  in  or¬ 
ganization  of  a  new  order  —  practical,  business-like,  and  sub¬ 
stantial.” 

The  attempt  to  federalize  these  craft  unions  was  first  made  in 
1881,  when  the  “Federation  of  Organized  Trades  and  Labor 
Unions”  was  formed  by  a  convention  of  delegates  at  Pittsburgh. 
This  organization  proved  to  be  a  thing  of  little  power,  its  policy 
drifting  into  lines  of  political  and  social  activity  which  failed  to 
interest  the  rank  and  file  of  union  members.  In  1886,  five  leaders 
in  the  craft-union  movement  —  among  them,  Samuel  Gompers  — 
calling  for  a  reorganization  of  the  federal  body,  succeeded  in 
erecting  the  present  Federation  of  Labor,  and  in  slowly  winning  to 
its  support  most  of  the  great  national  unions  together  with  other 
organizations  of  labor.  For  the  first  decade  of  its  existence  the 
growth  in  membership  was  slow,  but  with  the  beginning  of  the 
twentieth  century  there  set  in  a  period  of  steady  increase.  By 
1900,  its  official  roll  of  dues-paying  members  numbered  548,321; 
in  1910,  this  figure  had  risen  to  1,562,112;  and  in  1920  to  4,978,- 
740. 

To-dav,  the  American  Federation  of  Labor,  with  certain  ex¬ 
ceptions  presently  to  be  noted,  covers  the  entire  field  of  craft- 
unionism  in  the  United  States.  Since  a  description  of  its  struc¬ 
ture,  policy,  and  powers  is  given  in  later  articles  in  this  book,  we 
shall  not  enter  into  a  discussion  of  these  details  at  this  point. 
The  only  craft  unions  of  importance  not  embraced  in  the  organiza¬ 
tion  are  those  existing  in  the  railroad  industry,  known  as  the  “Big 
Four  Brotherhoods”:  the  locomotive  engineers,  railway  conduc¬ 
tors,  locomotive  firemen  and  enginemen,  and  the  maintenance-of- 
way  employees.  The  first  three  of  these  great  craft  unioDS  were 
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in  existence  prior  to  the  formation  of  the  American  Federation  of 
Labor  and  had  developed  a  tradition,  built  up  financial  reserves, 
and  succeeded  in  their  bargaining  and  benefit  policies  to  a  point 
which  made  them  hesitate  to  merge  their  identity  in  any  larger 
union.  Altogether  the  Brotherhoods  have  between  four  and  five 
hundred  thousand  members.  Despite  their  refusal  to  join  the 
American  Federation  of  Labor,  their  relations  with  that  organiza¬ 
tion  are  cordial  in  the  extreme. 

Recent  radical  tendencies  in  the  labor  movement.  This  brief 
sketch  of  the  history  of  organized  labor  in  the  United  States  would 
not  be  complete  without  some  reference  to  certain  modern  tend¬ 
encies  which  indicate  a  reaction  against  the  narrower  policy  of 
craft-unionism.  There  are  elements  of  weakness  in  the  organiza¬ 
tion  of  workers  by  crafts  in  the  setting  of  the  modern  industrial 
world.  The  maintenance  of  craft  lines  in  the  face  of  machine 
progress  becomes  increasingly  difficult.  The  growth  of  the  trust 
and  giant  corporation,  embracing  within  its  control  the  workers 
in  many  different  trades  and  localities,  reduces  the  power  of  any 
one  craft  union  to  effect  lasting  improvement  in  the  economic 
well-being  of  a  given  group  of  wage-earners.  The  increasing  in¬ 
jection  of  government  forces  into  trade  disputes,  through  the  use 
of  the  injunction  by  the  courts  and  of  the  militia,  encourages 
political  activity  on  the  part  of  the  workingmen  as  a  class.  These 
forces  have  led  to  a  resurrection  of  the  industrial-union  movement 
—  the  movement,  that  is,  toward  organization  of  workers  into 
groups  larger  than  those  determined  by  craft  or  trade  lines.  It 
has  also  stimulated  radical  social  and  political  tendencies  in 
some  of  these  broader  organizations  which  may  be  called  revo¬ 
lutionary  in  contrast  to  the  cautious,  conservative,  law-abiding 
policies  of  the  national  crafts. 

For  a  time,  the  most  spectacular  of  these  industrial  unions  was 
the  Industrial  Workers  of  the  World.  Formed  in  1905  in  bitter 
opposition  to  the  Federation  of  Labor,  this  organization  sought  to 
unite  the  unskilled  workers  into  a  single  great  union  with  avow¬ 
edly  revolutionary  aims.  A  split  occurred  over  a  matter  of 
government  in  1908,  and  the  present  I.W.W.  traces  its  history  to 
the  more  radical  of  the  two  factions.  From  this  date,  the  Indus¬ 
trial  Workers  of  the  World  attracted  widespread  attention  by 
their  dramatic  fights  for  free  speech,  the  revolutionary  violence 
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of  their  language,  and  the  bitter  strikes  they  have  waged.  Their 
main  strength  is  drawn  from  the  migratory  workers  of  the  Western 
farms  and  lumber  camps,  with  fluctuating  support  from  the  un¬ 
skilled  and  largely  foreign-born  labor  of  the  textile  mills.  This 
strength  has  been  consistently  overrated  since  the  advent  of  the 
I.W.W.  into  the  world  of  organized  labor,  both  by  the  leaders  of 
the  movement  and  by  the  general  public.  At  the  present  time  it 
numbers  not  more  than  ten  thousand. 

Of  much  greater  importance  are  the  organizations  in  the  cloth¬ 
ing  trades,  a  group  of  industrial  unions  comprising  in  all  a  mem¬ 
bership  of  some  three  hundred  and  fifty  thousand.  In  many  re¬ 
spects,  these  recently  formed  organizations  —  only  one  has  had  a 
continuous  history  since  before  1900  —  are  in  the  vanguard  of 
American  labor.  Formed  among  a  class  of  workers  notoriously 
exploited,  in  an  industry  subject  to  cutthroat  competition,  sea¬ 
sonal  unemployment,  occupational  disease,  and  among  an  im¬ 
poverished  and  largely  alien  group,  the  unions  of  the  garment 
workers  have  impressed  all  students  of  the  modern  labor  move¬ 
ment  with  their  statesmanlike  policy,  their  able  leadership,  their 
solidarity,  and  the  broadness  of  their  social  vision.  In  contrast 
to  the  conservatism  of  the  craft  unions  in  the  American  Federa¬ 
tion  of  Labor,  this  group  of  organization  in  the  clothing  trades 
has  been  given  the  name  —  The  New  Unionism.  Prominent 
among  them  are:  The  International  Ladies’  Garment  Workers’ 
Union  (membership,  1920,  102,000);  The  Amalgamated  Clothing 
Workers  of  America  (membership,  1920,  200,000);  The  United 
Cloth  Hat  and  Cap  Makers  of  North  America  (membership, 
15,000).  The  structure  and  policies  of  these  important  units  of 
the  American  labor  movement  will  be  described  in  later  readings. 

Because  certain  powerful  economic  forces  have  been  working 
in  the  direction  of  labor  organization  on  industrial  lines,  the 
American  Federation  of  Labor  has  been  compelled  to  compromise 
with  this  principle,  although  it  is  foreign  to  the  essential  purpose 
of  that  organization.  The  “Departments”  of  the  Federation  are 
one '  evidence  of  this  compromise.  These  are  merely  larger 
groupings  of  the  crafts  which  commonly  work  side  by  side  in  a 
given  industry.  There  is,  for  example,  a  Department  of  Railway 
Workers,  embracing  the  skilled  craftsmen  of  different  trades  — 
machinists,  blacksmiths,  etc.  —  who  are  employed  in  the  railroad 
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shops.  Another  Department  takes  in  the  carpenters,  masons, 
bricklayers,  and  other  craft  unions  engaged  in  the  building  trades. 
The  purpose  of  these  organizations  within  the  Federation  is  to 
provide  a  structure  to  unite  for  common  action  those  separate 
groups  of  workers  whose  interests  are  likely  to  be  similarly  af¬ 
fected  by  a  given  event  or  tendency  in  the  industrial  world;  and 
to  harmonize  the  differences  and  disagreements  which  arise  among 
these  organizations  to  prevent  harmony.  In  this  respect  they 
represent  an  attempt  on  the  part  of  craft  unions  to  obtain  the  ad¬ 
vantages  peculiar  to  the  industrial  form  of  organization  without 
a  surrender  of  the  narrower  principle  upon  which  they  are  based. 

In  addition  to  these  signs  that  the  labor  movement  is  tending 
away  from  the  structural  form  which  has  been  dominant  since 
1886,  there  are  evidences  of  revolt  against  the  policies  and  tactics 
of  craft-unionism.  We  have  already  mentioned  the  revolutionary 
program  of  the  I.W.W.  and  the  plans  for  broad  social  reform 
put  forward  by  the  Clothing  Trades  as  evidences  of  this  tendency.  ( 
Another  indication  is  to  be  seen  in  the  recent  inclination  of  or¬ 
ganized  labor  to  reenter  the  political  arena  as  a  separate  party. 
The  American  Federation  of  Labor  has  studiously  avoided  poli¬ 
tics,  inferring  from  the  past  history  of  labor  that  attempts  to 
engage  in  political  activity  as  a  body  are  bound  to  destroy  any 
labor  organization.  No  political  discussion  is  allowed  on  the 
floor  of  the  Convention  of  the  Federation;  the  organization  has 
limited  its  exercise  of  political  influence  to  lobbying  in  support  of 
measures  favorable  to  all  labor  interests,  and  endorsing  candi¬ 
dates,  irrespective  of  party,  who  give  pledges  to  support  such 
measures.  In  1920,  however,  the  Convention  endorsed  the  Plumb 
Plan  for  the  reorganization  of  the  railroads  along  lines  favored 
by  the  Guild  Socialists  —  a  decidedly  political  program.  Be¬ 
ginning  at  about  the  same  time,  a  number  of  the  national  organ¬ 
izations  have  interested  themselves  in  the  organization  of  a  sepa¬ 
rate  labor  party.  The  groundwork  of  an  independent  labor  party 
had  already  been  laid  with  the  help  of  the  farmers  and  certain 
Socialist  groups  in  the  country.  Separate  candidates  were  offered 
for  election  for  state  and  local  offices  in  1920,  with  some  measure 
of  success;  while  plans  are  being  laid  at  the  present  time  (spring, 
1924)  for  a  nation-wide  canvas  during  the  presidential  election 
of  1924. 
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4.  Present  Strength  of  Organized  Labor  in  the 
United  States 

Most  of  the  statements  regarding  the  numerical  strength  of  the 
union  movement  in  the  United  States  are  false  or  misleading. 
Organized  labor  is  still  on  the  defensive  in  this  country;  there  is 
much  heated  controversy  about  the  aims  and  methods  of  the 
trade  union,  and  not  a  little  about  the  right  of  the  unions  to  exist 
at  all.  In  this  setting  the  opponents  of  the  movement  are  inclined 
to  strengthen  their  case  by  making  it  appear  that  organized  labor 
represents  but  a  small  fraction  of  the  entire  working  population  of 
the  country.  The  proponents,  on  their  side,  are  concerned  to 
present  the  organized  labor  movement  as  representative  of  the 
great  body  of  common  people.  We  are  not  interested  in  the 
motives  of  either  side  of  this  controversy,  it  being  our  object  to 
study  the  labor  movement  as  a  social  phenomenon,  not  to  con¬ 
demn  or  to  praise  it.  A  careful  analysis  of  the  statistics  of  the 
movement  will  aid  us  to  place  it  in  its  proper  social  perspective. 

Trade-unionism  —  using  the  term  to  include  all  forms  of  organ¬ 
ized  labor  —  reached  its  high-water  mark  in  1920.  Since  that 
time,  the  country  has  passed  through  a  panic  and  a  business  de¬ 
pression  which  have  materially  depleted  the  ranks  of  the  union 
movement.  Our  previous  study  of  the  history  of  organized  labor 
has  shown  us  that  this  is  the  inevitable  effect  of  the  backward 
swing  of  the  business  cycle,  and,  furthermore,  that  this  effect  is 
temporary.  No  useful  comparisons  can  be  based  upon  the 
strength  of  the  movement  during  an  abnormal  period;  moreover, 
judging  from  past  history,  it  may  be  predicted  with  safety  that 
trade  unions  will  recover  the  lost  ground  when  once  the  industrial 
world  is  reestablished  on  an  even  keel.  The  statistics  which 
follow,  therefore,  refer  to  conditions  obtaining  in  1920. 

In  that  year  the  total  membership  of  the  A.F.  of  L.,  as  reported 
by  that  organization  was  4,078,740.  This  membership  includes 
only  trade-unionists  “in  good  standing”;  i.e.,  those  who  paid  their 
dues  during  the  period  covered  by  the  report.  Men  temporarily 
dropped  from  union  rolls,  and  those  who,  for  one  reason  or  an¬ 
other,  failed  to  pay  their  dues,  are  not  counted.  If  an  allowance 
of  20  per  cent  —  this  is  the  proportion  based  on  the  past  experi¬ 
ence  of  the  Federation  —  is  made  for  this  factor,  the  maximum 
strength  of  the  American  Federation  of  Labor  would  appear  to 
have  been  very  nearly  four  and  three  quarter  millions.  We  must 
then  add  the  membership  of  the  unions  not  affiliated  with  the 
Federation.  The  five  strongest  of  these  unions  —  the  Amalga¬ 
mated  Clothing  Workers,  Locomotive  Engineers,  Locomotive 
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Firemen,  Railroad  Trainmen,  and  Railroad  Conductors  —  re¬ 
ported  in  1920  a  membership  of  630,000.  Certain  smaller  groups 
—  the  I.W.W.,  International  Garment  Workers,  Cloth  Hat  and 
Cap  Makers  —  bring  the  total  union  membership  outside  the 
Federation  to  approximately  three  quarters  of  a  million.  Thus 
we  reach  a  grand  total  for  the  entire  country  of  five  and  one  half 
million  organized  workers. 

Relative  strength  of  unionism.  The  Census  of  1920  reported 
41,614,248  persons  ten  years  of  age  or  over  “gainfully  employed.” 
But  this  figure  includes  all  people  who  drew  an  income  from  per¬ 
sonal  service  of  any  sort  —  active  owners  of  business,  farmers, 
doctors,  ministers,  lawyers,  foremen,  managers,  and  all  others; 
many  of  these  groups  are  certainly  not  material  for  unionization. 
Furthermore,  it  is  almost  impossible  to  organize  many  groups  of 
wage-earners  because  of  the  nature  of  their  work  and  surround¬ 
ings;  bank  clerks,  stenographers,  domestic  servants  are  examples. 
To  discover  the  number  of  “  organizable  ”  workers  in  1920,  there¬ 
fore,  the  Census  figures  must  be  analyzed  with  care.  Such  analy¬ 
sis  will  eliminate  the  following  groups: 


(1)  Agriculture,  forestry,  animal  husbandry .  10,756,277 

All  except  196,881  lumber  workers. 

(2)  Extraction  of  minerals:  foremen,  overseers,  inspectors, 

managers .  71,256 

(3)  Manufacturing  and  mechanical  industries:  officials, 

owners,  non-factory  workers,  etc .  i,°73,i3i 

(4)  Transportation:  proprietors,  managers,  officials,  garage 

men,  foremen,  etc .  297,433 

(5)  Trade .  2,600,774 

(6)  Public  Service .  612,774 

(7)  Professional  Service .  1,974,239 

All  except  actors,  musicians,  theatrical  employees. 

(8)  Domestic  and  personal  service .  2,555,867 

All  except  barbers,  bootblacks,  elevator  men,  janitors, 

porters,  waiters. 

(9)  Clerical  occupations .  3,126,541 

Total  deduction  on  account  of  occupation .  23,068,292 

Add  child  labor .  1,060,858 

Total  deductions .  2 a  120  tco 


Total  gainfully  employed. 

Total  deductions . 

Organizable  workers. . . 


41,614,248 

24,129,150 

17,485,098 


We  find,  then,  out  of  a  total  organizable  working  population  in 
1920  of  17,500,000,  a  union  membership  of  5,500,000.  In  other 
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words,  the  union  movement  had  enlisted  the  active  support  of 
31  per  cent  of  these  industrial  wage-earners.  On  this  showing  it 
is  decidedly  a  minority  movement  in  this  country. 

A  final  interpretation  of  these  figures,  however,  must  take  ac¬ 
count  of  certain  other  factors.  The  union  movement,  the  world 
over,  is  predominately  a  movement  among  male  workers.  Even 
in  such  a  country  as  England,  it  is  still  difficult  to  organize  the 
female  wage-earners.  In  a  younger  industrial  country,  the  handi¬ 
caps  to  organization  among  women  workers  are  much  more  severe, 
for  various  reasons;  the  permanent  female  wage-earning  popula¬ 
tion  is  relatively  smaller;  custom,  habit,  and  social  standards  pre¬ 
vent  the  woman  worker  from  joining  a  labor  organization  and 
thus  announcing  her  commitment  to  a  life  in  industry;  the  spirit  of 
individualism  and  conservatism  is  stronger  among  women  in  such 
a  country.  In  the  United  States,  with  few  exceptions  —  notably 
in  the  clothing  and  textile  trades  —  women  workers  do  not  belong 
to  the  trade  unions  at  all.  If,  then,  we  reduce  the  number  of 
organizable  workers  by  subtracting  the  female  element,  the  trade- 
union  membership  becomes  42  per  cent  of  the  residue. 

Even  in  this  most  favorable  light,  trade-unionism  remains  a 
minority  movement  in  the  United  States,  though  a  large  enough 
minority  to  merit  serious  consideration.  To  appreciate  its  full 
strength,  however,  still  another  factor  must  be  taken  into  account. 
Organized  labor  flourishes  chiefly  in  a  few  key  industries,  promi¬ 
nent  among  which  are  transportation,  mining,  clothing,  building, 
and  a  few  lines  of  metal  working.  In  transportation,  mining,  and 
building,  the  unions  are  strong  enough  to  cause  an  almost  com¬ 
plete  paralysis  of  these  important  industries  in  case  of  a  general 
strike.  The  heart  of  American  industry  is  the  center  of  the  trade, 
union  movement.  This  must  be  borne  in  mind  ha  appraising  the 
social  importance  of  organized  labor. 

5.  Extent  of  Trade-Unionism  in  Great  Britain  1 

The  membership  of  the  unions  affiliated  with  the  Trades  Union 
Congress  was  over  five  million  in  1922,  which  was  a  considerable 
decrease  from  the  preceding  two  years,  due  to  hard  times.  Thus 
it  is  seen  that  numerically  British  organized  labor  is  more  than 
twice  as  strong  as  the  movement  in  the  United  States,  in  propor¬ 
tion  to  the  population.  It  is  stronger  in  other  ways,  also,  notably 
in  the  fact  that  in  Great  Britain  collective  bargaining  is  accepted 
as  the  customary  way  of  dealing  between  employers  and  workers. 

1  This  article  is  based  on  An  Outline  of  the  British  Labor  Movement,  by  Paul 
Blanchard,  chap.  4.  George  H.  Doran  Company,  publishers. 
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Even  the  employees  of  the  Government  are  for  the  most  part 
organized.  Just  how  strong  the  unions  are  is  shown  by  the' con¬ 
duct  of  their  great  strikes.  In  the  coal  strike  of  1921  about  one 
million  miners  were  on  strike,  while  some  three  million  other 
workers  were  unemployed,  but  no  one  seriously  suggested  the  use 
of  strike  breakers  in  the  mines. 

The  supreme  body  of  the  British  unions  is  the  Trades-Union 
Congress,  which  corresponds  to  the  annual  Convention  of  the 
American  Federation  of  Labor,  but  which  includes  practically  all 
the  unions  of  strength  and  importance  in  Great  Britain.  It 
meets  in  an  annual  session,  to  which  delegates  come  from  all  parts 
of  the  country  to  express  their  views  on  the  broad  general  ques¬ 
tions  affecting  the  whole  labor  movement.  It  has  no  power  to 
call  a  strike  nor  to  impose  on  the  local  unions  any  definite  policy. 
Nor  has  it  any  full-time  officers. 

To  act  in  the  interim  when  the  Congress  is  not  sitting,  a  Gen¬ 
eral  Council  has  been  established.  Within  the  labor  movement 
it  aims  to  settle  the  many  disputes  arising  over  jurisdiction,  and 
the  like.  In  meeting  the  common  enemies  of  trade-unionism  it 
aims  to  “formulate  a  common  policy  and  secure  the  maximum  of 
common  action.”  It  was  created  to  conduct  a  general  strike,  but 
it  is  not  clear  that  it  will  greatly  facilitate  such  an  affair.  It  is 
divided  into  six  sections  each  including  the  trades  which  are  nat¬ 
urally  allied  to  one  another.  Thus  one  includes  the  miners,  rail¬ 
road  workers,  and  transport  workers,  a  reminder  of  the  Triple 
Alliance.  The  whole  Council  is  composed  of  thirty-two  mem¬ 
bers  elected  each  year  by  the  Trades-Union  Congress. 

This  General  Council  represents  the  industrial  side  of  the  labor 
army;  there  is  also  a  National  Joint  Council  of  fifteen  members 
which  binds  together  the  Labor  Party,  the  Trades-Union  Con¬ 
gress,  and  the  Labor  members  in  Parliament,  having  five  members 
from  each.  The  power  of  both  these  councils  is  quite  limited, 
largely  because  the  British  policy  has  been  to  allow  competing 
unions  to  affiliate,  with  the  resulting  tendency  to  weaken  the 
central  body.  Moreover,  the  great  British  unions  are  jealous  of 
their  powers,  and  do  not  want  any  central  body  to  direct  their 
operations  except  in  the  most  serious  emergencies. 

To  meet  the  propaganda  power  of  the  Government  and  of  the 
employing  class,  the  Trades-Union  Congress  set  up  four  special 
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departments  to  manufacture  mental  dynamite  for  the  labor  move¬ 
ment.  These  are: 

The  Department  of  Research  and  Information 
The  Department  of  International  Affairs 
The  Publicity  Department 
The  Legal  Department 

This  Big  Four  Intellectual  Machine  is  able  to  provide  statistics, 
and  what  is  more  present  them  to  the  public  when  desirable.  It 
has  also  produced  many  valuable  studies  about  the  labor  move¬ 
ment. 

The  real  authority  in  the  labor  world  rests  with  the  national 
and  local  trade  unions,  which  are  controlled  by  the  votes  of  their 
members.  These  unions  do  not  yield  to  the  Trades-Union  Con¬ 
gress  or  to  any  other  body  the  control  of  their  policies.  They 
may  agree  to  a  policy  adopted  by  the  Congress,  but  are  not  bound 
to  obey  it.  They  are  organized  in  many  ways;  some  are  very 
democratic,  of  the  town-meeting  type;  some  are  so  highly  central¬ 
ized  that  the  officers  are  able  virtually  to  dictate  all  the  policies. 
There  are  several  union  federations  which  are  more  important 
than  the  rest,  such  as: 

The  National  Federation  of  Building  Trades  Operatives 
The  Iron  and  Steel  Trades  Confederation 
The  National  Printing  and  Kindred  Trades  Federation 
The  Engineering  and  Shipbuilding  Trades  Federation 
The  National  Association  of  Unions  in  the  Textile  Trades 
The  Northern  Counties  Textile  Trades  Federation 
The  United  Textile  Factory  Workers  Association 

While  some  of  these  are  mostly  on  paper,  others  are  actual 
approaches  to  the  “One  Big  Union”  in  their  industry.  On  the 
whole  they  amount  to  amalgamations  half  completed.  The  most 
powerful  unions  in  Great  Britain  are: 

The  Miners’  Federation  of  Great  Britain 
The  National  Union  of  Railwaymen 
The  Transport  and  General  Workers’  Union 
The  Amalgamated  Engineering  Union 
The  National  Union  of  General  Workers 
The  Workers’  Union 
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The  Miners’  Federation  with  800,000  members  is  the  largest.  It 
is  not  a  federation  of  national  unions,  but  a  combination  of  eight¬ 
een  district  unions  which  do  not  overlap.  The  Railwaymen  are 
next  in  importance. 

The  national  mutual  benefit  society  of  the  British  Labor  move¬ 
ment  is  the  General  Federation  of  Trade  Unions.  Its  chief  func¬ 
tion  is  to  protect  the  workers  against  the  risks  of  strikes  and  un¬ 
employment.  It  had  in  March,  1921,  over  1,500,000  members,  but 
the  depression  of  1922-23  caused  it  to  decline  rapidly. 

The  unions  are  also  making  gains  in  the  ranks  of  the  “white- 
collar  workers.”  Over  100,000  teachers  belonged  to  the  National 
Union  of  Teachers  in  1921,  an  organization  which  has  even  sup¬ 
ported  several  teachers’  strikes.  The  Post  Office  workers  are 
organized,  and  have  an  aggressive  policy.  Clerks,  insurance 
agents,  foremen,  and  other  brain-workers  are  becoming  organized, 
some  rapidly,  some  more  slowly. 

The  British  labor  movement  appears  to  be  a  kind  of  crazy-quilt 
at  first  glance,  because  the  Trades-Union  Congress  admits  com¬ 
peting  unions  and  unions  with  overlapping  jurisdictions  to  mem¬ 
bership.  There  are  over  150  unions  represented  in  the  cotton 
industry.  Fortunately,  in  most  matters  of  importance  the  differ¬ 
ent  unions  really  act  together,  and  the  tendency  is  for  the  unions 
to  amalgamate  where  the  difficulties  are  not  insuperable.  This 
tendency  is  being  encouraged. 

British  labor  is  represented  at  the  sessions  of  the  International 
Federation  of  Trade  Unions  at  Amsterdam.  It  also  exchanges 
delegates  each  year  with  the  American  Federation  of  Labor  at 
their  annual  conventions.  British  workers  are  anxious  to  form  a 
real  affiance  of  the  working  classes  of  the  two  English-speaking 
peoples  not  only  because  such  an  alliance  would  have  tremendous 
power  in  enforcing  union  standards  but  because  the  economic 
futures  of  Great  Britain  and  the  United  States  are  bound  up  to¬ 
gether.  At  present  this  is  all  the  contact  there  is. 

6.  International  Survey  of  Trade-Unionism  1 

A  world  movement.  After  the  conclusion  of  the  Armistice  in 
1918,  the  various  direct  and  indirect  hindrances  to  the  develop- 

1  From  the  United  States  Bureau  of  Labor  Statistics,  Monthly  Labor  Review, 
vol.  xiv  (January,  1922),  pp.  201-08. 
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ment  of  the  economic  organizations  of  workers  due  to  the  war 
were  removed,  and  in  the  two  years  subsequent  to  the  war  trade- 
unionism  experienced  a  phenomenal  growth  throughout  the  whole 
world.  Trade-union  membership  reached  its  highest  level  at  the 
end  of  the  first  half  of  1920,  but  during  the  second  half  of  that  year 
the  upward  movement  came  to  a  standstill  and  in  some  countries 
there  set  in  a  retrograde  movement  which  in  1921  seems  to  have 
become  still  more  marked.  Statistical  data  for  this  latest  phe¬ 
nomenon  are  of  course  not  yet  available;  data  collected  by  the 
International  Labor  Office  at  Geneva  make  it,  however,  possible 
to  follow  the  trade-union  movement  up  to  the  end  of  1920. 

The  total  membership  of  the  trade  unions  of  30  countries  for 
which  returns  are  available  has  trebled  since  1913,  having  in¬ 
creased  from  15,446,000  to  48,037,000  members.  This  very  great 
increase  in  trade-union  membership  may  be  partly  attributed  to 
the  fact  that  trade-union  statistics  are  becoming  more  complete 
each  year  and  thus  reflect  the  real  position  more  and  more  clearly. 
Allowance  must  also  be  made  for  a  general  increase  in  population, 
which  plays  a  part  in  the  increase  of  trade-union  membership 
(probably  about  six  per  cent  during  the  period).  It  should,  more¬ 
over,  be  taken  into  consideration  that  Russia  and  Japan,  in  which 
countries  in  1913  the  trade  unions  were  not  yet  legally  recognized, 
are  not  included  in  the  total  for  1913,  neither  are  Argentina, 
Greece,  India,  Poland,  Portugal,  and  Spain,  for  which  countries 
figures  for  that  year  were  not  available.  Nevertheless,  the  above 
total  membership  figures  indicate  a  very  great  increase  in  trade- 
union  membership  in  the  various  countries  of  the  world,  more 
particularly  in  those  which,  since  the  Armistice  have  undergone 
great  political  changes.  The  future  will  show  how  far  the  trade 
unions  will  be  able  to  adjust  their  organizations  to  the  new  con¬ 
ditions  and  to  assimilate  the  hordes  of  new  members.  At  present 
there  seems  to  be  a  tendency  among  large  parts  of  the  trade-union 
membership  to  secede  into  new  separate  organizations. 

Total  trade-union  membership  of  thirty  countries.  It  is  not 
possible  to  make  anything  more  than  a  rough  comparison  between 
the  totals  of  trade-union  membership  in  various  countries,  as  the 
degree  of  completeness  and  accuracy  of  the  figures  varies  greatly. 
In  most  cases  the  statistics  given  here  are  based  on  returns  vol¬ 
untarily  made  by  the  trade  unions  to  their  Governments,  or 
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published  in  trade-union  or  other  periodicals.  In  some  countries 
the  trade  unions  are  centralized  in  great  national  federations,  and 
in  these  cases  the  figures  may  be  regarded  as  nearly  complete,  as 
the  unions  which  are  not  affiliated  to  these  central  organizations 
are  generally  small  ones.  In  the  case  of  other  countries,  where 
there  are  a  number  of  isolated  local  organizations,  the  available 
information  is  far  less  reliable. 

The  definition  of  the  term  “trade  union”  is  somewhat  difficult 
and  varies  from  one  country  to  another;  an  association  which  in 
one  country  would  be  called  a  trade  union  bears  a  different  name 
in  another.  Account  has  here  been  taken  rather  of  the  idea  than 
of  the  name. 

For  some  years  there  are  no  available  figures.  In  these  cases 
approximate  estimates  have  been  made  either  from  the  figures  of 
the  preceding  and  following  years,  or  from  the  calculations  of  the 
competent  authorities  of  the  country.  All  estimates  contained 
in  the  following  table  are,  however,  designated  as  such. 

Generally  speaking,  but  especially  as  regards  belligerent 
countries,  the  figures  referring  to  the  years  1914  to  1918  are 
not  of  great  value.  Trade-union  statistics  were  almost  every¬ 
where  disarranged  by  mobilization.  In  some  countries  mobil¬ 
ized  members  of  the  trade  unions  are  omitted  from  the  statistics, 
which  thus  show  a  great  decrease  in  the  membership;  in  other 
countries  an  attempt  has  been  made  to  include  them,  but  it  has 
not  been  possible  to  arrive  at  such  accurate  results  as  formerly. 
Finally,  some  countries  ceased  entirely  to  publish  statistics  of 
this  kind  during  the  war. 

The  following  table  gives  the  total  trade-union  membership, 
so  far  as  figures  are  available,  in  thirty  countries  for  the  years 
1913,  1919,  and  1920.  Figures  for  the  years  1914  to  1918  have 
been  omitted  for  the  reasons  stated  above. 

The  total  membership  figures  given  in  the  preceding  table  are 
not  absolutely  comparable.  Only  the  total  for  1919  is  based 
on  nearly  complete  information.  For  1913  statistics  are  only 
available  for  twenty-one  countries. 

The  third  column  of  the  table  shows  the  total  membership  in. 
1920.  For  those  countries  (nine  in  number)  for  which  no  statis¬ 
tics  are  available  the  figures  for  1919  were  inserted  in  the  column, 
as  there  has  probably  been  no  considerable  decrease  in  member- 
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ship  in  any  of  them.  This  gives  us,  according  to  most  recent 
information,  a  total  of  48,037,000  members  in  1920  for  all  coun¬ 
tries,  a  total  which  is  probably  not  an  overestimate.  When  com- 

Total  Trade-Union  Membership  in  Thirty  Countries 
1913,  1919,  and  1920 


Country 

1913 

1919 

1920 

Argentine . 

a 

40,000 

628,000 

803,000 

6  715,000 
36,000 
378,000 
1,301,000 
360,000 
41,000 

6  2,500,000 
11,900,000 
8,024,000 
170,000 
212,000 

68,000 
684,000 
901,000 
920,000 
'36,000 
374,000 
b  2,000,000 

Australia . 

498,000 

260,000 

Austria . „ . 

Belgium . 

Bulgaria . 

200,000 

6  30,000 
176,000 

a 

Czecho-Slovakia . 

Denmark . . . 

152,000 

28,000 

*'400,000 
59,000 
*2,500,000 
b 13,000,000 
*8,024,000 

*  170,000 

Finland . 

F  ranee . 

1,027,000 

4,513,000 

4,173,000 

a 

Germany . 

Great  Britain . . 

Greece . 

Hungary . 

6 115,000 

a 

6  343 ,000 
500,000 
3,627,000 
*247,000 

India . 

6  500,000 
x, 800, 000 
247,000 
457,000 
83,000 
144,000 

6  3  50,000 
100,000 

Italy . 

972,000 

a 

Tapan . 

Netherlands . . 

189,000 

72,000 

64,000 

a 

b  683,000 

New  Zealand . 

*83,000 

Norway . 

142,000 

Poland . 

b  1,017,000 

Portugal . 

a 

*100,000 

Rumania  (old) . 

10,000 

*75,000 

3,639,000 

20,000 

90,000 

Russia . 

a 

5,220,000 

Serbia  (old) . . . 

9,000 

5,000 

a 

*20,000 

60,000 

South  Africa . 

60,000 

Spain  . . . 

876,000 

*876,000 

136,000 

6  9  5, 000 
2,722,000 

339,000 

*’400,000 

Switzerland  . 

b  200,000 
5,607,000 

292,000 

United  States . 

5,179,000 

Total . 

d  15,446,000 

41,605,000 

48,037,000 

0  Figures  not  available. 
b  Estimates  based  on  partial  information. 
e  Figures  for  1919. 

d  Not  including  figures  for  nine  countries,  not  available. 


pared  with  1919,  the  figure  for  the  total  shows  an  increase  of  over 
6,000,000  members  in  the  course  of  a  single  year.  It  is  estimated 
that  in  1913  there  were  approximately  15,500,000  members,  so 
that  by  1920  pre-war  membership  had  trebled. 

Among  the  countries  in  which  the  increase  has  been  greatest 
from  1913  to  1919,  there  must  be  mentioned  Austria  and  Belgium, 
in  which  membership  has  more  than  trebled.  Japan,  Russia,  and 
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Poland  are  in  a  somewhat  peculiar  position,  for  trade  unions 
were  not  recognized  by  law  in  these  countries  in  1Q13  and  there¬ 
fore  hardly  existed  at  that  time.  In  1919,  however,  they  had  a 
large  membership. 

The  countries  in  which  the  trade-union  movement  was  most 
hampered  by  the  war,  namely,  Germany,  Austria,  France,  Hun¬ 
gary,  Italy,  and  Czecho-Slovakia,  have  rapidly  made  up  the  de¬ 
ficiency  since  the  Armistice.  Their  1919  membership  was  at 
least  double  that  of  1913,  and  their  1920  membership  shows  a 
further  very  considerable  increase. 

It  is  interesting  to  note  further  that  of  the  total  of  41,605,000 
members  in  1919,  34,061,000,  or  82  per  cent,  belong  to  European 
countries.  Of  the  remaining  7,544,000  non-European  members, 
5,985,000  belong  to  the  North  American  Continent.  A  closer 
examination  shows  that  the  concentration  of  trade-union  mem¬ 
bership  in  certain  countries  is  still  more  marked.  Six  countries, 
namely,  Germany,  Great  Britain,  the  United  States,  Russia, 
France,  and  Italy,  account  in  1919  for  33,471,000  trade-union 
members,  while  the  other  24  countries  account  for  only  8,134,000. 
If,  moreover,  Russia,  where  the  trade-union  movement  is  of  a 
peculiar  nature,  and  Italy,  where  60  per  cent  of  the  members  are 
agricultural  workers,  metayers,  and  small  farmers,  are  excluded, 
it  is  found  that  the  four  great  industrial  countries,  Germany, 
Great  Britain,  the  United  States,  and  France,  include  more  than 
28,000,000  members,  or  67  per  cent  of  the  recorded  total  of  world 
trade-union  membership  in  1919. 

The  international  movement.  About  one  half  of  the  member¬ 
ship  of  the  trade  unions  of  the  world  is,  through  their  national 
central  organizations,  affiliated  with  one  great  international  fed¬ 
eration.  Before  the  war  this  affiliation  was  affected  in  closest 
connection  with  the  international  organization  of  the  Social- 
Democratic  Party.  After  the  international  conference  at  Copen¬ 
hagen  in  1901  international  conferences  of  the  secretaries  of  the 
central  trade-union  organizations  of  the  various  countries  took 
place  at  first  every  year,  and  later  on  every  two  years,  and  an 
international  secretariat  presided  over  by  Legien,  the  president 
of  the  German  General  Federation  of  Labor,  kept  the  various 
federations  in  contact  with  each  other.  The  International 
Secretariat,  which  in  1913  assumed  the  name  International  Fed- 
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eration  of  Trade  Unions,  is  an  association  of  the  national  central 
organizations  of  the  trade  unions  and  recognizes  only  one  trade- 
union  federation  in  each  country  as  the  representative  of  organ¬ 
ized  labor  in  that  country.  It  is  due  to  this  rule  that  the  I.W.W. 
of  America  and  the  Federation  of  German  Trade  Unions  of 
Czecho-Slovakia  were  not  allowed  to  affiliate  with  the  Interna¬ 
tional  Federation.  In  1912  the  number  of  national  central  organi¬ 
zations  affiliated  to  the  International  Federation  was  nineteen. 
Their  total  membership  was  7,400,000.  In  1913  the  central  trade- 
union  organizations  of  New  Zealand  and  South  Africa  affiliated 
with  the  International  Federation.  The  World  War  brought  about 
the  entire  disruption  of  the  International  Federation,  and  in  July, 
1919,  it  was  reorganized  with  a  secretariat  at  Amsterdam.  Not 
all  of  the  countries  formerly  affiliated  with  it  could,  however,  be 
induced  to  rejoin  the  reorganized  International  Federation.  The 
American  Federation  of  Labor  reserved  for  some  time  its  decision 
as  to  whether  it  would  affiliate,  and  in  the  fall  of  1920  it  broke  off 
definitely  its  relations  with  the  International  Federation,  as  it 
considered  the  political  aims  of  the  latter  too  radical.  At  the 
same  time  Russia  issued  a  call  for  the  foundation  of  a  new  “red” 
International  in  opposition  to  the  “yellow”  Amsterdam  Interna¬ 
tional.  In  spite  of  these  secessions  the  International  Federation 
had  a  membership  of  23,662,000  at  the  end  of  1920. 

The  Third  International.  Compared  with  the  powerful  organ¬ 
ization  of  the  International  Federation  of  Trade  Unions  the 
“red”  trade-union  international,  officially  called  the  “Interna¬ 
tional  Council  of  Trade  and  Industrial  Federations,”  but  generally 
known  under  the  name  “Third  International,”  lags  far  behind  as 
to  affiliated  membership.  Its  membership  is  chiefly  recruited 
from  Eastern  Europe.  The  declaration  of  principles  of  the  Third 
International  of  July  15,  1920,  is  signed  by  trade-union  federa¬ 
tions  of  Russia,  Italy,  Spain,  Bulgaria,  and  Jugoslavia,  and  by 
revolutionary  minorities  of  the  French  and  Georgian  trade  unions. 
The  membership  figures  quoted  by  the  Third  International  at 
the  time  of  its  foundation  are  without  doubt  very  unreliable.  The 
figure  given  for  Bulgaria,  for  instance,  is  much  too  high,  and  the 
data  as  to  the  revolutionary  minorities  of  federations  not  affiliated 
with  the  Third  International  are  very  arbitrary.  It  is,  moreover, 
altogether  impossible  to  give  correct  data  as  to  the  affiliated  mem- 
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bership  of  the  Third  International  because  according  to  the  reso¬ 
lutions  adopted  at  its  first  congress  of  August,  1921,  it  is  not  the 
object  of  this  organization  to  found  new  separate  trade  unions 
but  to  have  its  adherents  “bore  within”  the  old  established  trade 
unions  until  these  declare  themselves  solidly  for  affiliation  with 
the  Third  International.  The  statement  made  at  the  first  con¬ 
gress  of  the  Third  International  giving  the  number  of  affiliated 
members  and  adherents  as  between  17,000,000  and  18,000,000 
must  be  considered  as  pure  propaganda. 

The  refusal  of  the  Third  International  to  sanction  the  forma¬ 
tion  of  independent  trade  unions  has  aroused  strong  opposition  on 
the  part  of  the  syndicalistic  and  unionistic  trade  unions  which 
exist  as  independent  organizations.  This  opposition  is  especially 
strong  in  Germany  and  America.  The  attempt  of  the  Third  Inter¬ 
national  to  combine  within  its  organization  all  the  revolutionary 
elements  among  trade  unions  has  therefore  failed.  Efforts  of  the 
unionists  and  syndicalists  to  form  an  international  organization 
among  themselves  have  likewise  so  far  not  led  to  any  tangible 
results. 


CHAPTER  IX 

FORMS  OF  ORGANIZED  LABOR 
i.  Types  op  Unions  1 

From  the  popular  viewpoint,  trade-unionism  is  a  simple,  definite 
phenomenon  upon  which  it  is  easy  and  safe  to  pass  positive  and 
sweeping  judgments.  Almost  every  one,  in  fact,  who  is  at  all 
interested  in  economic  or  social  affairs  is  inclined  to  assume  that 
he  knows  just  about  what  unionism  is,  and  just  what  ought  to  be 
done  about  it.  The  man  in  the  street,  the  lawyer,  the  economist, 
the  social  worker,  the  teacher,  the  preacher,  each  has  his  positive 
concept  and  his  positive  scheme  for  union  control  or  regeneration. 

Conflicting  concepts.  Thus  the  student  honestly  seeking  the 
truth  about  unionism  is  faced  at  the  outset  with  a  mass  of  con¬ 
fident  but  contradictory  interpretations.  He  is  told  that  union¬ 
ism  is  a  narrow  group  organization  designed  to  benefit  certain 
favored  workmen  at  the  expense  of  all  others;  that  it  is  an  arti¬ 
ficial  monopoly  of  labor,  an  impossible  attempt  to  raise  wages  by 
unnatural  and  therefore  socially  inimical  means;  that  it  is  the 
creation  of  selfish  and  unscrupulous  leaders  primarily  for  their 
personal  gain  and  aggrandizement,  a  thing  foisted  upon  unwilling 
workers  and  designed  to  disrupt  the  natural  harmony  of  interests 
between  employers  and  employees;  that  it  is  a  mere  business  de¬ 
vice  for  regulating  wages  and  conditions  of  employment,  by  means 
of  collective  bargaining;  that  it  is  a  great  revolutionary  move¬ 
ment,  aiming  ultimately  to  overthrow  capitalism  and  our  whole 
legal  and  moral  code;  that  it  is  a  universal  expression  of  working- 
class  idealism  whose  purpose  it  is  to  bring  to  all  the  toilers  hope, 
dignity,  enlightenment,  and  a  reasonable  standard  of  living;  that 
it  is,  in  short,  selfish  and  altruistic,  monopolistic  and  inclusive, 
artificial  and  natural,  autocratic  and  democratic,  violent  and  law- 
abiding,  revolutionary  and  conservative,  narrowly  economic  and 
broadly  social. 

And  with  each  of  these  positive  interpretations,  a  student  is 

1  From  an  article  by  R.  F.  Hoxie,  “Trade-Unionism  in  the  United  States  —  Gen¬ 
eral  Character  and  Types,”  in  the  Journal  of  Political  Economy,  vol.  22,  pp.  201-17. 
University  of  Chicago  Press,  publishers. 
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commanded  to  subscribe  to  an  equally  positive  and  final  solution 
of  the  union  problem.  He  is  informed  that  unionism  will  cease  to 
be  dangerous  when  it  is  boldly  proceeded  against  as  a  trust;  that 
the  problem  will  be  solved  when  once  we  have  guaranties  of  indus¬ 
trial  peace  in  the  shape  of  universal  arbitration  schemes,  volun¬ 
tary  or  compulsory;  that  unionism  is  in  any  form  a  menace  to 
social  welfare  and  must,  therefore,  be  destroyed  by  legal  enact¬ 
ment  and  counter-organization;  that  the  trouble  with  unionism 
is  moral,  and  the  obvious  remedy  lies,  therefore,  in  moral  suasion 
and  the  preaching  of  social  obligation;  that  unionism  is  the  ex¬ 
pression  of  crass  ignorance,  and  hence  is  to  be  quietly  disregarded 
while  schemes  are  formulated  and  put  into  operation  for  the  wel¬ 
fare  of  society  as  a  whole;  that  the  real  problem  is  one  of  encour¬ 
agement  and  support,  since  unionism  stands  for  all  that  is  best  in 
human  conditions  and  relationships. 

The  mutual  contradictoriness  of  these  popular  interpretations 
and  remedies  is  sufficient  evidence  to  warrant  the  rejection  of 
any  and  all  of  them,  pending  the  most  unbiased  and  thoroughly 
scientific  investigation  of  the  facts.  It  must  stamp  them  either 
as  pure  fabrications  of  the  imagination  or  at  best  as  partial  truths, 
the  outcome  of  narrow  observation  distorted  by  conscious  or 
unconscious  preconceptions  derived  from  tradition,  interest,  or 
special  environment.  To  accept  them  as  final  truths,  therefore, 
is  to  block  the  way  to  a  real  comprehension  of  unionism  and  the 
union  problem.  For  such  acceptance  must  mean  the  coloring  of 
the  facts  and  the  warping  of  the  judgment,  however  sincere  and 
painstaking  the  student  may  be.  The  first  step,  therefore,  to¬ 
ward  a  scientific  understanding  of  trade-unionism  and  the  pro¬ 
blems  which  it  presents  to  us  is  to  rid  ourselves  of  the  popular 
attitude  toward  it,  and  to  root  out  of  our  minds  as  far  as  possible 
these  popular  conceptions  of  it.  We  must  start  by  wiping  the 
slate  clean. 

No  uniform  type.  The  very  existence  of  these  numerous  con¬ 
tradictory  interpretations,  nevertheless,  carries  with  it  a  pregnant 
suggestion  for  the  student,  namely,  that  trade-unionism  may  be, 
after  all,  not  a  simple,  consistent  entity,  but  a  complex  of  the 
utmost  diversity,  both  structurally  and  functionally.  And,  in¬ 
deed,  the  most  obvious  facts  of  union  status  and  history  seem  to 
warrant  this  conclusion,  at  least  as  a  working  hypothesis. 
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There  are  in  the  United  States  to-day  hundreds  of  union 
organizations,  each  practically  independent  or  sovereign,  and  each 
with  its  own  and  often  peculiar  aims,  policies,  demands,  methods, 
attitudes,  and  internal  regulations.  Nor  is  there  any  visible  or 
tangible  bond,  however  tenuous,  that  unites  these  organizations 
into  a  single  whole.  Groups  there  are,  indeed,  with  overstructures 
and  declared  common  aims  and  methods.  But  group  combats 
group  with  the  bitterness  that  can  arise  only  out  of  the  widest 
diversity  of  ideals  and  methods. 

A  slight  acquaintance  with  the  history  of  organized  labor  shows 
that  this  situation  is  not  unique,  and  at  the  same  time  furnishes 
the  apparent  clues  to  its  explanation.  It  reveals  the  fact  that 
unionism  has  not  a  single  genesis,  but  that  it  has  made  its  ap¬ 
pearance  time  after  time,  independently,  wherever  in  the  modern 
industrial  era  a  group  of  workers,  large  or  small,  has  developed  a 
strong  internal  consciousness  of  common  interests.  It  shows, 
moreover,  that  each  union  and  each  union  group  has  undergone  a 
constant  process  of  change  or  development,  functionally  and 
structurally,  responding  apparently  to  the  group  psychology  and 
therefore  to  the  changing  conditions,  needs,  and  problems  of  its 
membership.  In  short,  it  reveals  trade-unionism  as  above  all 
else  essentially  an  opportunistic  phenomenon. 

For,  if  the  history  of  unionism  seems  to  admit  of  any  positive 
generalizations,  they  are  that  unionists  have  been  prone  to  act 
first  and  to  formulate  theories  afterward,  and  that  they  have  acted 
habitually  to  meet  the  problems  thrust  upon  them  by  immediate 
circumstances.  Everywhere  they  have  done  the  thing  which 
under  the  particular  circumstances  has  seemed  most  likely  to  pro¬ 
duce  results  immediately  desired.  Modes  of  action  which  have 
failed,  when  measured  by  this  standard,  have  been  rejected  and 
other  means  sought.  Methods  that  have  worked  have  been  pre¬ 
served  and  extended,  the  standards  of  judgment  being  always 
most  largely  the  needs  and  experiences  of  the  group  concerned. 
So  that,  prevailingly,  whatever  theory  unionists  have  possessed 
has  been  in  the  nature  of  group  generalization,  slowly  developed 
on  the  basis  of  concrete  experience. 

In  making  these  statements,  it  is  not  intended  to  imply  that 
general  economic,  political,  and  social  theories  have  not  played  a 
part  in  the  genesis  of  unions,  or  in  the  moulding  of  their  function 
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and  structure.  Nor  is  it  intended  to  deny  that  some  unions  have 
been  formed  and  dominated  by  individuals  and  small  groups  of 
leaders.  Idealism  has  frequently  been  a  genetic  and  formative 
force  in  union  history  and  the  autocrat  has  played  an  important 
role  in  union  affairs.  But  apparently  history  warrants  the  gen¬ 
eral  statements  that  unions,  and  especially  unions  that  have  lived 
and  worked,  have  arisen  mainly  in  direct  response  to  the  im¬ 
mediate  needs  and  problems  of  specific  working  groups,  and  that 
they  have  developed  characteristically  by  the  trial-and-error 
method. 

Thus  the  scope  and  character  of  union  ideals  and  methods  have 
been  as  broad  and  diverse  as  the  conscious  common  needs  and 
conditions  of  the  groups  of  workers  entering  into  organization. 
Some  unions  have  confined  themselves  to  attempts  to  deal  directly 
with  their  immediate  employers  and  their  immediate  conditions 
of  work  and  pay;  others  have  emphasized  mutual  aid  and  edu¬ 
cation;  still  others  have  enlarged  their  fields  of  thought  and 
action  to  include  all  employers  and  all  conditions  —  economic, 
legal,  and  social.  In  other  words,  the  union  program,  taking  it 
with  all  its  mutations  and  contradictions,  comprehends  nothing 
less  than  all  the  various  economic,  political,  ethical,  social  view¬ 
points  and  modes  of  action  of  a  vast  and  heterogeneous  complex 
of  working-class  groups,  moulded  by  diverse  environments  and 
actuated  by  diverse  motives;  it  expresses  nothing  less  than  the 
ideals,  aspirations,  hopes,  and  fears,  modes  of  thinking  and  action 
of  all  these  working  groups.  In  short,  if  we  can  think  of  unionism 
as  such,  it  must  be  as  one  of  the  most  complex,  heterogeneous  and 
protean  of  modern  social  phenomena. 

But  can  we  thus  think  of  it?  If  all  that  has  been  said  be  true, 
are  we  not  forced  to  this  pregnant  conclusion  as  the  basic  hypothe¬ 
sis  of  our  study  —  namely:  that  there  is  no  such  thing  as  unionism, 
either  in  the  sense  of  an  abstract  unity,  or  of  a  concrete,  organic, 
and  consistent  whole,  which  can  be  crowded  within  the  confines 
of  a  narrow  definition  or  judged  sweepingly  as  good  or  bad,  right 
or  wrong,  socially  helpful  or  harmful?  If,  then,  we  dispense  with 
narrow  preconceptions  and  face  things  as  they  actually  are,  and 
are  becoming,  it  is  impossible  to  say  that  unionism  as  such  is 
artificial  or  natural,  revolutionary  or  conservative,  violent  oi 
law-abiding,  monopolistic  or  inclusive,  boss-ridden  or  democratic, 
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opposed  to  industrial  progress  or  favorable  to  efficiency,  the 
spontaneous  outgrowth  of  legitimate  needs  or  the  product  and 
tool  of  selfish  and  designing  individuals.  In  short,  there  is  union¬ 
ism  and  unionism.  But  looking  at  matters  concretely  and  real¬ 
istically,  there  is  no  single  thing  that  can  be  taken  as  unionism 
per  se. 

It  follows  as  a  corollary  that  the  union  problem  is  neither  simple 
nor  unitary.  It  is  not  a  mere  question  of  wages  and  hours,  of  shop 
conditions,  and  of  narrow  economic  rights  of  employer  and  em¬ 
ployee,  and  it  cannot  be  solved  by  a  mere  resort  to  economic 
theory.  On  the  contrary,  it  is  a  complex  of  economic,  legal, 
ethical  and  social  problems,  which  can  be  understood  and  met 
only  by  knowing  the  facts  and  the  genesis  of  the  viewpoint  of 
organized  labor  in  all  its  reach,  diversity,  contradictoriness,  and 
shifting  character,  and  by  considering  this  viewpoint  in  relation 
to  developing  social  conditions  and  social  standards. 

The  study  of  unionism,  therefore,  if  it  is  to  be  fruitful,  that  is, 
if  it  is  to  assist  in  the  solution  of  our  economic  and  social  problems, 
must  be  realistic  and  scientific.  Unionism  is  what  it  is  and  not 
what  any  advocate  or  opponent  would  have  it  to  be.  It  is  a 
matter  of  fact  in  the  same  sense  that  institutions,  animal  and 
plant  species,  or  any  other  organic  manifestations  are  matters  of 
fact.  There  is  no  normal  or  abnormal  unionism;  no  unionism  that 
is  artificial  as  distinguished  from  that  which  is  natural.  In 
short,  there  is  no  fixed  union  norm  by  which  any  concrete  case  is 
to  be  tested;  for  all  unionism  is,  and  is  becoming  by  virtue  of 
sufficient  causation.  The  problems  which  it  raises,  therefore, 
like  all  other  problems  of  a  scientific  nature,  are  to  be  solved,  if 
at  all,  not  through  passion  and  prejudice,  and  formulations  of 
what  ought  to  be,  but  through  an  intimate  knowledge  of  the  facts 
as  they  exist  and  study  of  causes.  It  is  for  the  student,  then,  to 
put  aside  his  preconceptions  and  feelings,  to  get  close  to  the 
realities,  to  be  willing  to  follow  the  truth  to  whatever  conclusions 
it  may  lead.  Calmly  and  dispassionately  we  must  seek  to  know 
unionism  as  it  actually  appears  in  all  its  phases  and  to  search  for 
its  underlying  causes.  Only  after  we  have  studied  it  and  its  pro¬ 
blems  thus  in  the  spirit  of  the  biologist  or  of  the  student  of  social 
psychology  and  social  institutions,  shall  we  be  in  a  position  to  say 
positively  what  unionism  really  is  and  what,  if  anything,  should 
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and  can  be  done  about  it.  It  is  in  this  spirit  that  the  following 
tentative  analysis  is  presented. 

Structural  types.  The  master  key  to  the  real  character  of 
unionism  and  union  problems  is  to  be  found  apparently  in  the 
existence  of  distinct  union  types.  Though  unionism  itself  is  so 
pragmatic  and  therefore  so  protean  as  to  warrant  the  rejection  of 
all  attempts  to  characterize  and  judge  it  as  a  whole,  it  has  seem¬ 
ingly  developed  along  certain  fairly  distinct  general  lines,  giving 
rise  thus  to  types  sufficiently  definite  to  allow  of  legitimate  gen¬ 
eralization  in  regard  to  them.  It  appears  possible  to  distinguish 
such  types,  both  as  to  function  and  structure.  Structural  types 
have,  indeed,  been  recognized  quite  generally  by  students.  Ex¬ 
amination  of  the  history  and  present  status  of  unionism  in  the 
United  States  appears  to  reveal  four  such  types,  each  objectified 
in  a  variety  of  concrete  units;  while,  somewhat  akin  to  these  dis¬ 
tinct  types,  may  be  distinguished  other  forms  which  may  perhaps 
be  regarded  as  modes  of  transition  from  one  to  the  other. 

Craft.  Naming  the  structural  types  in  what  hypothetically 
may  perhaps  be  considered  their  natural  sequence  of  develop¬ 
ment,  we  find,  first,  what  is  ordinarily  called  the  craft  union. 
This  is  an  organization  of  wage  workers  engaged  in  a  single  oc¬ 
cupation,  as,  for  example,  in  glass  bottle  blowing,  horseshoeing, 
locomotive  engineering.  The  occupation  may  be  limited  strictly 
to  one  simple  task,  or  may  include  a  number  of  closely  allied  tasks 
or  crafts.  The  strict  test  of  a  craft  union  seems  to  be  that  each 
member  of  the  organization  performs  or  may  perform  all  the  tasks 
included  in  the  occupation.  Usually  a  craft  union  covers  but  a 
fraction  of  the  work  of  a  given  industry.  The  craft  organization 
has  developed  two  principal  units,  or  appears  in  two  main  forms; 
the  local  craft  union,  which  usually  unites  the  members  of  the 
craft  or  occupation  working  in  a  particular  locality  —  a  town,  a 
city,  or  a  section  of  a  city;  the  national  or  international  craft 
union,  which  unites  into  one  organization  the  local  units  of  a 
single  craft  or  occupation  throughout  the  country  or  neighboring 
countries. 

Trades  unions.  Secondly,  there  appears  what  may  be  termed 
the  crafts  or  trades  union.  This  organization  is  a  federation  of 
unions  in  different  crafts  or  industries.  It  has  developed  three 
principal  forms  or  units:  the  local  trades  union,  or  city  federation; 
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the  state  federation;  and  the  national  or  international  federation, 
which  unite  through  delegate  organizations,  respectively,  the 
unions  of  a  locality,  a  State,  or  a  larger  territorial  area.  Examples 
are  the  Chicago  Federation  of  Labor,  the  Illinois  Federation  of 
Labor,  and  the  American  Federation  of  Labor.  The  essential 
characteristic  of  the  trades  union  is  that  the  constituent  organ¬ 
izations  retain  their  individual  independence  or  sovereignty. 

Industrial.  Thirdly,  we  may  distinguish  the  industrial  union. 
This  type,  as  the  name  implies,  is  organized  on  the  basis  of  the  in¬ 
dustry  rather  than  the  craft.  That  is  to  say,  it  attempts  to  unite 
into  one  homogeneous  organic  group  all  the  workers,  skilled  and 
unskilled,  engaged  in  turning  out  and  putting  on  the  market  a 
given  finished  product  or  series  of  closely  related  products.  For 
example,  this  type  of  union  would  unite  all  the  craftsmen  in  the 
direct  employ  of  brewing  concerns,  including  not  only  actual 
brewers,  maltsters,  bottlers,  and  packers,  but  the  engineers,  fire¬ 
men,  teamsters,  watchmen,  etc. ;  or,  again,  it  would  organize  into 
one  union  all  the  workmen  in  and  about  a  coal  mine,  including 
actual  miners,  miners’  helpers,  shot-firers,  drivers,  spraggers, 
trappers,  trackmen,  timbermen,  hoisting  engineers,  check-weigh- 
men,  dumpers,  etc.  The  actual  connotation  of  this  type  of  union¬ 
ism  varies  in  different  productive  lines  and  with  the  integration  of 
productive  enterprise,  but  the  essential  test  of  industrial  unionism 
seems  to  be  that  the  industrial  scope  or  area  of  the  workers’ 
organization  shall  be  coterminous  with  that  of  the  capitalistic- 
enterprise  or  series  of  closely  related  enterprises.  The  main  forms 
or  units  of  this  type  of  unionism  thus  far  are:  the  local  industrial 
union,  a  combination  of  all  the  employees  of  a  single  local  indus¬ 
trial  plant  or  of  all  the  industrial  enterprises  of  a  like  character  in 
a  given  locality;  the  national  or  international  industrial  union,  a 
combination  of  all  the  workers  in  a  given  industry  throughout 
the  Nation  or  the  international  economic  unit;  the  district  in¬ 
dustrial  union,  an  organization  covering  an  area  within  which 
productive  and  market  conditions  are  essentially  similar.  Thus, 
for  example,  the  coal-mine  workers  are  organized  into  local  unions 
at  the  mines,  into  an  international  union  including  workers  in  the 
mines  of  the  United  States  and  Canada,  and  into  district  organ¬ 
izations  covering  adjacent  bituminous  or  anthracite  mines  or 
fields. 
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Labor  unions.  Fourthly,  there  exists  what  is  technically 
known  as  the  ‘‘labor  union.”  This  type  of  unionism  proposes  the 
organization  of  all  workers  regardless  of  craft  or  industrial  division 
into  homogeneous  groups  by  localities,  by  districts,  and  through¬ 
out  the  Nation  or  largest  possible  international  area.  At  present 
the  local  labor  union  is  the  only  existing  unit  of  importance  in  the 
United  States  which  realizes  this  ideal  of  organization,  though 
attempts  have  been  made,  notably  in  the  case  of  the  Knights  of 
Labor,  to  establish  and  maintain  labor-unionism  in  all  its  ideal 
forms,  local,  district,  and  national. 

Compound  forms.  Besides  these  four  structural  types  of 
unionism,  there  exist  in  this  country  at  least  two  varieties  which 
can  hardly  be  designated  as  distinct  types,  but  which,  strictly 
speaking,  are  apparently  neither  craft,  trades,  industrial,  nor 
labor  unions.  The  first  of  these  varieties  may  be  called  the 
“compound”  craft  or  crafts  union.  It  is  a  centralized,  homo¬ 
geneous  organization  of  the  workers  in  a  number  of  related  crafts. 
It  differs  from  the  craft  union  in  that  it  includes  workers  who  do 
not  engage  in  the  same  tasks  or  occupations.  But  it  is  not  an  in¬ 
dustrial  union,  since  it  may  be  one  of  several  labor  organizations 
whose  workers  are  engaged  in  turning  out  a  given  finished  pro¬ 
duct,  or  are  in  the  employ  of  a  single  capitalistic  enterprise.  On 
the  other  hand,  it  may  overlap  industrial  divisions.  It  may  be 
the  outcome  of  a  formal  consolidation  of  two  or  more  crafts  or 
compound  craft  unions,  in  which  case  it  is  usually  known  as  an 
“amalgamated”  craft  or  crafts  union.  Examples  of  this  variety 
of  unionism  are  to  be  found  in  the  Amalgamated  Association  of 
Iron,  Tin,  and  Steel  Workers  of  North  America,  the  Amalgamated 
Meat  Cutters  and  Butcher  Workmen  of  North  America,  the 
International  Association  of  Machinists,  and  the  Amalgamated 
Association  of  Street  and  Electrical  Employees  of  America.  In 
fact,  a  large  proportion  of  the  unions,  local  and  national,  in  the 
United  States  are  to-day  compound  or  amalgamated  craft  unions, 
whether  or  not  so  designated  by  title.  As  this  variety  of  union 
has  special  representatives  in  all  the  intermediate  structural 
stages  between  strict  craft-unionism  and  industrial  unionism,  it 
would  perhaps  be  not  unreasonable  to  regard  it,  provisionally  at 
least,  as  a  mode  of  transition  between  these  two  distinct  types. 
Later  considerations,  however,  must  determine  the  truth  of  this 
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assumption  and,  if  true,  the  general  direction  of  the  develop¬ 
mental  tendency. 

The  second  structural  variety  of  unionism  which  is  difficult 
to  classify  may,  in  the  absence  of  any  generally  accepted  designa¬ 
tion,  be  termed  the  “quasi-industrial  federation.”  It  is  generally 
a  federation  of  industrially  related  craft  and  compound  craft 
unions,  appearing  in  local,  district,  or  state,  and  national  units. 
Examples  of  it  are  to  be  seen  in  local  printing  trades,  and  local 
building  trades  councils,  in  state  building  trades  councils  and 
system  federations  of  railway  employees,  and  in  the  building 
trades,  metal  trades,  and  railroad  employees’  departments  of  the 
American  Federation  of  Labor.  This  variety  of  unionism  is  one 
in  which  the  constituent  craft  or  amalgamated  craft  unions  retain 
their  individual  sovereignty,  yet  appear  and  act  as  a  single  or¬ 
ganization  with  respect  to  designated  affairs  of  common  inter¬ 
ests.  It  resembles  both  the  trades  union  and  the  industrial- 
union  types,  but  differs  from  each  essentially.  It  is  a  narrower 
and  closer  association  than  the  trades  union  and  is  vitally  unlike 
it  in  the  scope  and  character  of  its  activities.  On  the  other  hand, 
it  lacks  the  organic  homogeneity  and  centralization  of  the  indus¬ 
trial  union.  As  it  is  in  every  case,  roughly  speaking,  an  organ¬ 
ization  within  a  particular  industry,  and  as  its  aims  and  activities 
approximate  — -  as  far  as  they  go  r—  those  of  the  industrial-union 
type,  it  may  perhaps  be  regarded  also  as  an  intermediate  phase  — 
a  mode  of  transition  between  the  craft  and  the  industrial  union. 
Whether  it  represents  thus  a  continuous  evolutionary  process, 
and,  if  so,  what  the  nature  of  the  process  is,  will  appear  from  later 
consideration. 

Functional  types.  As  we  have  said,  the  existence  of  distinct 
structural  types  and  varieties  of  unionism  has  quite  generally  been 
recognized,  and  it  has  been  noted  further  that  union  function 
tends  to  vary  somewhat  with  the  variation  in  structure.  It 
seems  possible,  however,  to  go  much  further  than  this  in  the  gen¬ 
eral  functional  analysis  of  unionism.  A  penetrating  study  of 
the  union  situation,  past  and*  present,  seems,  in  fact,  to  warrant 
the  recognition  of  functional  types  quite  as  distinct  in  their  es¬ 
sential  characteristics  as  the  diverse  structural  manifestations. 
It  is  true  that  these  functional  types  do  not  in  practice  represent 
exactly  and  exclusively  the  ideas  and  activities  of  any  particular 
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union  organization  or  group.  That  is  to  say,  no  union  organiza¬ 
tion  functions  strictly  and  consistently  according  to  type.  Yet 
as  representing  as  fairly  distinct  alternative  programs  of  unicn 
action,  and  as  guides  to  the  essential  character  and  significance  of 
the  diverse  organizations  and  groups  included  in  the  heterogene¬ 
ous  union  complex,  these  functional  types  apparently  do  exist, 
and  are  of  the  most  vital  concern  to  the  student  of  unionism. 
There  are  seemingly  four  of  these  distinct  types,  two  of  which  pre¬ 
sent  dual  variations. 

Business  unions.  The  first  and  perhaps  most  clearly  recogniza¬ 
ble  functional  type  may  be  termed  “business-unionism.”  Busi¬ 
ness-unionism  appears  most  characteristically  in  the  programs  of 
local  and  national  craft  and  compound  craft  organizations.  It  is 
essentially  trade-conscious,  rather  than  class-conscious.  That  is 
to  say,  it  expresses  the  viewpoint  and  interests  of  the  workers  in  a 
craft  or  industry  rather  than  those  of  the  working  class  as  a  whole. 
It  aims  chiefly  at  more,  here  and  now,  for  the  organized  workers 
of  the  craft  or  industry,  in  terms  mainly  of  higher  wages,  shorter 
hours,  and  better  working  conditions,  regardless  for  the  most  part 
of  the  welfare  of  the  workers  outside  the  particular  organic  group, 
and  regardless  in  general  of  political  and  social  considerations, 
except  in  so  far  as  these  bear  directly  upon  its  own  economic  ends. 
It  is  conservative  in  the  sense  that  it  professes  belief  in  natural 
rights,  and  accepts  as  inevitable,  if  not  as  just,  the  existing  capital¬ 
istic  organization  and  the  wage  system,  as  well  as  existing  pro¬ 
perty  rights  and  the  binding  force  of  contract.  It  regards  union¬ 
ism  mainly  as  a  bargaining  institution,  and  seeks  its  ends  chiefly 
through  collective  bargaining,  supported  by  such  methods  as 
experience  from  time  to  time  indicates  to  be  effective  in  sustain¬ 
ing  and  increasing  its  bargaining  power.  Thus  it  is  likely  to  be 
exclusive  —  that  is,  to  limit  its  membership,  by  means  of  the 
apprenticeship  system  and  high  initiation  fees  and  dues,  to  the 
more  skilled  workers  in  the  craft  or  industry,  or  even  to  a  portion 
of  these;  though  it  may,  where  immediate  circumstances  dictate, 
favor  a  broadly  inclusive  policy  —  when,  for  example,  the  un¬ 
regulated  competition  of  the  organized  and  unskilled  seriously 
threatens  to  sweep  aside  the  trade  barriers  and  break  down  the 
standards  of  wages,  hours,  and  shop  conditions  it  has  erected. 
Under  these  circumstances  it  tends  to  develop  a  broad  altruism 
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and  to  seek  the  organization  of  all  the  workers  in  the  craft  or  in¬ 
dustry.  In  harmony  with  its  business  character  it  tends  to 
emphasize  discipline  within  the  organization,  and  is  prone  to 
develop  strong  leadership  and  to  become  somewhat  autocratic 
in  government,  though  government  and  leaders  are  ordinarily  held 
pretty  strictly  accountable  to  the  pragmatic  test.  When  they 
fail  to  “deliver  the  goods,”  both  are  likely  to  be  swept  aside  by  a 
democratic  uprising  of  the  rank  and  file.  In  method,  business- 
unionism  is  prevailingly  temperate  and  economic.  It  favors 
voluntary  arbitration,  deprecates  strikes,  and  avoids  political 
action,  but  it  will  refuse  arbitration,  and  will  resort  to  strikes 
and  politics  when  such  action  seems  best  calculated  to  support 
its  bargaining  efforts  and  increase  its  bargaining  power.  This 
type  of  unionism  is  perhaps  best  represented  in  the  program  of 
the  railroad  brotherhoods,  though  these  organizations,  as -we 
shall  see  later,  present  some  characteristics  of  a  vitally  different 
nature. 

Uplift  unions.  The  second  union  functional  type  seems  best 
designated  by  the  terms  “friendly”  or  “uplift”  unionism.  Up¬ 
lift  unionism,  as  its  name  indicates,  is  characteristically  idealistic 
in  its  viewpoint.  It  may  be  trade-conscious,  or  broadly  class¬ 
conscious,  and  at  times  even  claim  to  think  and  act  in  the  interest 
of  society  as  a  whole.  Essentially  it  is  conservative  and  law- 
abiding.  It  aspires  chiefly  to  elevate  the  moral,  intellectual,  and 
social  life  of  the  worker,  to  improve  the  conditions  under  which 
he  works,  to  raise  his  material  standards  of  living,  give  him  a  sense 
of  personal  worth  and  dignity,  secure  for  him  the  leisure  for  cul¬ 
ture,  and  insure  him  and  his  family  against  the  loss  of  a  decent 
livelihood  by  reason  of  unemployment,  accident,  disease,  or  old 
age.  Uplift  unionism  varies  greatly  in  degree  of  inclusiveness, 
and  in  form  of  government.  But  the  tendency  seems  to  be  to¬ 
ward  the  greatest  practicable  degree  of  mutuality  and  democracy. 
In  method,  this  type  of  unionism  employs  collective  bargaining, 
but  stresses  mutual  insurance,  and  drifts  easily  into  political 
action  and  the  advocacy  of  cooperative  enterprises,  profit-sharing, 
and  other  idealistic  plans  for  social  regeneration.  The  nearest 
approach  in  practice  to  uplift  unionism  is  perhaps  to  be  found  in 
the  program  of  the  Knights  of  Labor,  though  that  organization 
has  varied  in  many  respects  from  the  strict  type. 
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Revolutionary  unions.  As  a  third  distinct  functional  type,  we 
have  what  most  appropriately  may  be  called  “  revolutionary  ” 
unionism.  Revolutionary  unionism,  as  the  term  implies,  is  ex¬ 
tremely  radical  both  in  viewpoint  and  in  action.  It  is  distinctly 
class-conscious  rather  than  trade-conscious.  That  is  to  say,  it 
asserts  the  complete  harmony  of  interests  of  all  wage-workers  as 
against  the  representatives  of  the  employing  class,  and  seeks  to 
unite  the  former,  skilled  and  unskilled,  together  into  one  homo¬ 
geneous  fighting  organization.  It  repudiates,  or  tends  to  re¬ 
pudiate,  the  existing  institutional  order  and  especially  individual 
ownership  of  productive  means,  and  wage  system.  It  looks  upon 
the  prevailing  modes  of  right  and  rights,  moral  and  legal,  as,  in 
general,  fabrications  of  the  employing  class,  designed  to  secure  the 
subjection  and  to  further  the  exploitation  of  the  workers.  In 
government  it  aspires  to  be  democratic,  striving  to  make  literal 
application  of  the  phrase  vox  populi,  vox  Dei.  In  method,  it 
looks  askance  at  collective  bargaining  and  mutual  insurance  as 
making  for  conservatism  and  hampering  the  free  and  united  ac¬ 
tion  of  the  workers. 

Of  this  revolutionary  type  of  unionism  there  are  apparently 
two  distinct  varieties.  The  first  finds  its  ultimate  ideal  in  the 
socialistic  state  and  its  ultimate  means  in  invoking  class  political 
action.  For  the  present  it  does  not  entirely  repudiate  collective 
bargaining  or  the  binding  force  of  contract,  but  it  regards  these 
as  temporary  expedients.  It  would  not  now  amalgamate  union¬ 
ist  and  socialist  organizations,  but  would  have  them  practically 
identical  in  membership  and  entirely  harmonious  in  action.  In 
short,  it  looks  upon  unionism  and  socialism  as  the  two  wings  of 
the  working-class  movement.  The  second  variety  of  revolution¬ 
ary  unionism  repudiates  altogether  socialism,  political  action, 
collective  bargaining,  and  contract.  Socialism  is  to  it  but  another 
form  of  oppression,  political  action  a  practical  delusion,  collective 
bargaining  and  contract  schemes  of  the  oppressor  for  preventing 
the  united  and  immediate  action  of  the  workers.  It  looks  forward 
to  a  society  based  upon  free  industrial  association,  and  finds  its 
legitimate  means  in  agitation,  rather  than  in  methods  which  look 
to  immediate  betterment.  Direct  action  and  sabotage  are  its 
accredited  weapons,  and  violence  its  habitual  resort.  These 
varieties  of  the  revolutionary  type  may  be  tepped  respectively 
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“socialistic”  and  “ quasi-anarchistic ”  unionism.  The  former  is 
perhaps  most  clearly  represented  in  the  United  States  by  the 
Western  Federation  of  Miners,  the  latter  by  the  Industrial  Work¬ 
ers  of  the  World. 

Predatory  unions.  Finally,  in  the  union  complex,  it  seems 
possible  to  distinguish  a  mode  of  action  sufficiently  definite  in  its 
character  and  genesis  to  warrant  the  designation  “predatory” 
unionism.  This  type,  if  it  be  truly  such,  cannot  be  set  apart  on 
the  basis  of  any  ultimate  social  ideals  or  theory.  It  may  be 
essentially  conservative  or  radical,  trade-conscious  or  class-con¬ 
scious.  It  appears  to  aim  solely  at  immediate  ends  and  its 
methods  are  wholly  pragmatic.  In  short,  its  distinguishing 
characteristic  is  the  ruthless  pursuit  of  the  thing  in  hand  by  what¬ 
ever  means  seem  most  appropriate  at  the  time,  regardless  of 
ethical  and  legal  codes  or  effect  upon  those  outside  its  own  mem¬ 
bership.  It  may  employ  business,  friendly,  or  revolutionary 
methods.  Generally,  its  operations  are  secret,  and  apparently  it 
sticks  at  nothing. 

Of  this  assumed  union  type  also  there  appear  to  be  two  varie¬ 
ties.  The  first  may  be  termed  “hold-up”  unionism.  This 
variety  is  usually  to  be  found  in  large  industrial  centers,  mas¬ 
querading  as  business-unionism.  In  outward  appearance  it  is 
conservative ;  it  professes  a  belief  in  harmony  of  interests  between 
employer  and  employee;  it  claims  to  respect  the  force  of  contract; 
it  operates  openly  through  collective  bargaining,  and  professes 
regard  for  law  and  order.  In  reality  it  has  no  abiding  principles, 
and  no  real  concern  for  the  rights  or  welfare  of  outsiders.  Pre¬ 
vailingly  it  is  exclusive  and  monopolistic.  Generally  it  is  boss- 
ridden  and  corrupt,  the  membership  for  the  most  part  being  con¬ 
tent  to  follow  blindly  the  instructions  of  the  leaders  so  long  as 
they  “deliver  the  goods.”  Frequently  it  enters  with  the  em¬ 
ployers  of  the  group  into  a  double-sided  monopoly  intended  to 
eliminate  both  capitalistic  and  labor  competition,  and  to  squeeze 
the  consuming  public.  With  favored  employers,  it  bargains  not 
only  for  the  sale  of  its  labor,  but  for  the  destruction  of  the  business 
of  rival  employers  and  the  exclusion  of  rival  workmen  from  the 
craft  or  industry.  On  the  whole  its  methods  are  a  mixture  of  open 
bargaining  coupled  with  secret  bribery  and  violence.  This  variety 
of  unionism  has  been  exemplified  most  frequently  among  the 
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building  trades  organizations  under  the  leadership  of  men  like 
the  late  notorious  “Skinny”  Madden. 

The  second  variety  of  predatory  labor  organization  may  be 
called,  for  want  of  a  better  name,  “guerrilla”  unionism.  This 
variety  resembles  the  first  in  the  absence  of  fixed  principles  and  in 
the  ruthless  pursuit  of  immediate  ends  by  means  of  secret  and 
violent  methods.  It  is  to  be  distinguished  from  hold-up  union¬ 
ism,  however,  by  the  fact  that  it  operates  always  directly  against 
its  employers,  never  in  combination  with  them,  and  that  it  cannot 
be  bought  off.  It  is  secret,  violent,  and  ruthless,  seemingly  be¬ 
cause  it  despairs  of  attaining  what  it  considers  to  be  legitimate 
ends  by  business  uplift  or  revolutionary  methods.  This  union 
variant  has  been  illustrated  recently  in  the  campaign  of  destruc¬ 
tion  carried  on  by  the  Bridge  and  Structural  Iron  Workers. 

The  writer  is  aware  that,  apparently,  strong  objections  may 
be  urged  against  the  assumption  that  these  diverse  expressions  of 
union  viewpoint  and  action  represent  true  functional  types.  It 
has  been  admitted  that  probably  the  ideals  and  modes  of  action 
of  no  particular  union  organization  correspond  exactly  to  any  one 
of  these  so-called  types.  It  is  a  fact,  moreover,  that  the  pro¬ 
grams  of  most  unions  are  undergoing  a  pretty  constant  process  of 
change  and  sometimes  shift  rapidly.  It  is  true  further  that  the 
membership  of  any  union  may  include  representatives  of  all  kinds 
of  unionism  —  business,  uplift,  revolutionary,  and  predatory. 
It  might  then  be  argued  that  what  have  here  been  called  types 
are  mere  individual  attitudes,  or,  at  most,  aspects  or  tendencies 
of  one  and  the  same  union  species.  It  will  be  the  purpose  of 
succeeding  chapters,  therefore,  to  test  the  reality  of  these  assumed 
types  and  varieties,  and  to  interpret  them  causally  by  means  of  a 
brief  study  of  the  genesis  and  development  of  organized  labor  in 
the  United  States.  Incidentally  this  study  should  reveal  also  the 
general  laws  of  union  development. 

2.  Structure  and  Government  of  the  Craft  Union  1 

The  local  union.  There  is  now  a  strong  tendency  to  unite  all 
of  the  trades  or  divisions  of  a  trade  in  any  one  indnatrv4&te  a 
single  national  federation  of  local  societies.  Thus  the  present 

1  Adapted  from  The  Government  of  American  Trade  Unions,  by  T.  W.  Glocker. 
The  Johns  Hopkins  Press,  publishers. 
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national  union  of  wooden  shipbuilders  includes  shipwrights, 
joiners,  caulkers,  boat-builders,  and  ship  cabinet-makers.  For 
many  years  the  International  Typographical  Union  embraced 
bookbinders,  compositors,  pressmen,  stereotypers  and  electro¬ 
typers,  and  photo-engravers,  and  to-day  it  has  jurisdiction  over 
compositors,  proof-readers,  machine-tenders,  mailers,  and  type¬ 
founders. 

The  organization  of  the  members  of  several  trades,  or  branches 
of  jijrade  in  the  same  local  union,  has,  however,  been  found  un¬ 
desirable.  In  the  first  place,  each  group  of  workmen  in  an  indus¬ 
try  resents  the  right  of  the  other  groups  to  vote  upon  the  nu¬ 
merous  matters  which  it  considers  its  particular  concern.  If  in 
addition  one  group  of  workers  is  in  the  majority  and  is  able  to 
dominate  the  general  meeting,  friction  is  almost  inevitable.  At 
the  same  time,  the  very  close  cooperation  required  to  maintain  a 
uniform  scale  of  wages  for  journeymen  performing  the  same  work 
is  unnecessary  between  groups  of  employees  doing  different  kinds 
of  work  and  hence  receiving  different  wages. 

In  some  national  unions  there  has  been  urged  the  adoption  of 
a  rule  requiring  that  the  members  doing  a  certain  kind  of  work 
be  always  organized  into  separate  local  .unions,  and  that  in  places 
where  they  are  not  sufficiently  numerous  to  form  a  union  they 
join  the  nearest  local  union  of  this  branch  of  the  trade.  Such  a 
rule  was  advocated  but  not  passed  by  the  Cigar-Makers’  Interna¬ 
tional  Union  after  the  admission  of  the  cigar-packers  about  1885. 
Most  national  unions  charter  a  separate  local  union  for  each  of  the 
most  important  branches  of  the  trade  in  the  large  cities,  and  in 
the  small  places  unite  all  members  in  one  union.  In  small  com¬ 
munities  there  are  too  few  of  each  division  of  the  craft  to  warrant 
separation,  and  the  boundaries  between  trades  are  not  always  so 
clearly  defined  as  in  the  large  cities.  Thus  the  bricklayers,  who 
in  the  large  cities  only  lay  bricks,  in  rural  sections  often  do  the 
work  of  stonemasons  and  plasterers. 

Division  of  local  unions.  Experience  has  shown  that  whenever 
it  is  possible  women  should  be  organized  separately.  In  the  first 
place,  women  hesitate  to  join  a  union  composed  largely  of  men. 
Moreover,  the  claim  is  made  that  in  mixed  local  unions  the  men  do 
not  accord  the  women  full  opportunity  to  discuss  their  particular 
class  concerns,  and  show  prejudice  when  allowed  to  vote  on  ques- 


1&2  THE  ORGANIZED  LABOR  MOVEMENT 

tions  of  interest  to  their  female  members.  Certainly  women’s 
unions  enroll  a  much  larger  proportion  of  the  female  section  of  the 
trade  and  arouse  greater  and  more  sustained  enthusiasm  than  do 
mixed  unions. 

The  appearance  of  the  negro  as  an  industrial  competitor 
caused  another  division  of  the  local  union  in  a  number  of  trades. 
After  the  dose  of  the  Civil  War  the  competition  of  the  newly 
emancipated  negro  was  greatly  feared  by  many  American  work¬ 
men.  “The  negro,”  declared  the  president  of  the  Workingmen’s 
Assembly  of  the  State  of  New  York  in  1870,  “will  no  longer  sub¬ 
mit  to  occupy  positions  of  a  degrading  nature,  but  will  seek  an 
equality  with  the  whites  in  the  various  trades  and  professions. 
For  a  time,  we  may  not  have  to  contend  against  their  labor;  and 
all  may  be  well.  Yet  I  feel  impressed  with  the  necessity  of  prepar¬ 
ing  for  the  future  by  organizing  such  colored  workmen  as  may  now 
or  hereafter  exist  into  unions  by  themselves,  and  recognizing  their 
organizations.  If  we  discard  this  element  of  labor  and  refuse  to 
recognize  it,  capital  will  recognize  it  and  use  it  to  our  great  dis¬ 
advantage.”  Already,  indeed,  in  1867  the  importation  of  colored 
ship  caulkers  from  Portsmouth,  Virginia,  to  Boston  during  the 
struggle  in  that  city  for  an  eight-hour  day  had  been  a  practical 
illustration  of  the  way  in  which  the  negro  might  be  used  as  a 
strike  breaker. 

At  this  time  the  white  mechanics  refused  consistently  to  admit 
colored  men  into  their  own  local  unions;  and  in  very  few  localities 
were  there  enough  negroes  employed  at  the  same  trade  to  make 
possible  the  formation  of  separate  colored  unions. 

When  the  national  associations  have  removed  the  ban  of  pro¬ 
hibition,  subordinate  local  unions  have  frequently  refused  to  ad¬ 
mit  negroes,  and  have  demanded  that  they  be  organized  under 
separate  charters.  As  a  rule,  distinctions  as  to  color  are  less 
frequently  made  in  the  North. 

Friction  between  nationalities  has  led  to  further  subdivision 
of  the  local  union  in  a  good  many  American  trades.  The  Anthra¬ 
cite  Coal  Strike  Commission  found  some  nineteen  nationalities  at 
work  in  the  mines.  The  employees  of  the  Colorado  Fuel  and 
Iron  Company  include  representatives,  it  is  said,  of  thirty-two 
nationalities  speaking  twenty-seven  different  languages;  in  the 
meat-packing  houses  of  Chicago,  Germans,  Bohemians,  Litliua- 
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nians,  Poles,  Slovaks,  Italians,  and  Greeks  have  succeeded  one 
another  in  bewildering  succession.  Obviously,  to  organize  each 
of  these  many  races  into  separate  local  unions  is  frequently  im¬ 
possible,  and  national  trade  unions  whose  members  speak  many 
tongues  often  refuse  to  attempt  it.  Resort  is  had  to  various  ex¬ 
pedients  in  order  that  business  may  be  transacted.  Constitutions, 
circulars,  and  other  documents  are  printed  in  several  languages. 
Interpreters  are  used  at  the  meetings  of  the  local  unions;  a  record¬ 
ing  secretary  is  sometimes  created  for  each  language  spoken  by 
the  members,  and  the  officers  are  usually  divided  among  the  sev¬ 
eral  nationalities.  In  a  few  instances  the  various  races  meet  in 
adjoining  rooms,  and  propositions  are  brought  successively  before 
each  body.  Such  makeshifts  are  inconvenient;  and,  when  race 
antagonism  arises,  the  only  solution  is  the  subdivision  of  the 
local.  Besides  general  race  antipathy,  ill-feeling  between  na¬ 
tionalities  arises  in  various  ways.  In  the  late  seventies  a  union 
of  foreign  cigar-makers,  composed  of  Cubans,  Spaniards,  Mexi¬ 
cans,  and  Italians,  with  a  preponderance  of  the  Spanish  element, 
was  formed  in  New  York  City.  Shortly  afterwards,  during  the 
public  agitation  in  favor  of  Cuban  liberty,  the  members  began  to 
discuss  current  political  questions,  with  the  result  that  the  local 
union  went  to  pieces. 

A  local  union,  though  its  members  comprise  a  comparatively 
homogeneous  group,  may  be  divided  because  it  has  become  too 
large  for  good  government.  If  the  number  of  members  is  too 
great,  the  meetings  degenerate  into  mob  assemblages,  and  intelli¬ 
gent  discussion  of  any  important  question  is  difficult.  Men  who 
advocate  a  sane  and  conservative  policy  are  often  hissed  down. 
Factions  are  inevitably  created,  and  threaten  by  their  acrimoni¬ 
ous  bickerings  to  disrupt  the  organization. 

Unscrupulous  leaders  also  take  advantage  of  such  conditions 
to  establish  themselves  in  power.  In  the  days  of  Sam  Parks,  the 
walking  delegate  of  the  Structural  Iron  Workers  who  was  sent 
to  Sing  Sing  Prison  for  blackmailing  employers,  there  was  only 
one  local  union  of  structural  iron  workers  in  New  York  City. 
The  membership  was  nearly  four  thousand,  and  meetings  were 
held  in  a  small  hall  which  seated  only  a  few  hundred.  Sam 
Parks  built  up  a  small  army  of  followers  by  using  the  power 
which  his  position  gave  over  employers  to  secure  the  jobs  as  fore- 
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men  and  other  choice  positions  for  his  favorites.  When  he  de¬ 
sired  reelection  or  needed  a  vote  of  confidence,  he  would  order  his 
adherents  to  come  early.  The  room  would  be  packed  with  men 
who  voted  as  he  desired,  and  the  other  members  would  fail  to 
find  admittance.  A  somewhat  similar  condition  of  things  has  at 
times  existed  in  the  New  York  and  Chicago  unions  of  bricklayers 
and  in  other  large  local  unions  in  other  trades.  For  example, 
Local  Union  of  Bricklayers  No.  7  of  New  York  City  had  in  187c 
a  membership  of  two  thousand,  and  met  in  a  hall  with  a  seating 
capacity  of  three  hundred  and  fifty.  There  were  several  factions 
within  the  organization,  and,  in  order  to  secure  the  adoption  of  a 
particular  measure,  one  clique  would  sometimes  pack  the  hall. 
In  this  way  a  minority  in  the  local  union  brought  about,  for  a 
time,  the  withdrawal  of  the  New  York  local  union  from  the  inter¬ 
national  union. 

The  size  of  the  local  union  is  greatly  diminished  in  many  or¬ 
ganizations  by  division  according  to  branch  of  the  trade,  sex, 
color,  or  nationality.  For  example,  in  New  York  City  the  local 
union  of  structural  iron  workers  of  Sam  Parks’  day  has  been 
replaced  by  three  unions,  one  of  housesmiths  and  bridge  men, 
another  of  inside  architectural  bridge  and  structural  iron  workers, 
and  a  third  of  finishers.  But  in  unions  such  as  the  Bricklayers  and 
the  Carpenters,  where  subdivisions  according  to  trade,  sex,  color, 
or  nationality  are  unimportant,  the  local  unions  are  very  fre¬ 
quently  too  large.  The  international  secretary  of  the  Brick¬ 
layers  has  several  times  proposed  to  prevent  the  growth  of  such 
large  unions  by  limiting  the  membership  of  each  local  union  to 
five  hundred.  A  rule  limiting  the  membership  of  each  subor¬ 
dinate  association  to  four  hundred  was  adopted  by  the  United 
Brotherhood  of  Carpenters  in  1886.  The  provision  proved  un¬ 
satisfactory,  however,  and  it  was  repealed  a  few  years  later.  As 
far,  then,  as  present  indications  show,  the  general  tendency  seems 
to  be  not  to  adopt  rigid  rules  as  to  size,  but  to  create  additional 
local  unions  in  any  community  as  occasion  appears  to  demand. 

The  federation  of  local  unions.  During  the  latter  half  of  the 
nineteenth  century  the  local  societies  of  organized  trades  have 
as  a  rule  been  federated  into  district,  state,  national,  and  inter¬ 
national  unions.  The  most  common  form  of  federal  association  is 
the  international  union  with  jurisdiction  over  subordinate  sode- 
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ties  in  Canada  and  sometimes  even  in  Mexico  as  well  as  in  the 
United  States.  There  have  been  three  important  causes  of  the 
federation  of  local  trade  unions:  first,  the  movement  of  workmeff 
from  one  city  to  another;  second,  the  competition  between  manu¬ 
facturers  in  different  places;  and  third,  the  need  of  a  joint  fund 
for  the  support  of  certain  trade-union  activities. 

Probably  the  chief  cause  of  the  federation  of  local  trade  organ¬ 
izations  has  been  the  constant  movement  of  journeymen  from  one 
part  of  the  country  to  another.  This  form  of  labor  competition 
existed,  of  course,  from  the  birth  of  American  trade-unionism, 
and  in  1815  was  already  a  very  serious  problem  to  the  local  socie¬ 
ties  of  printers  which  had  been  formed  by  that  date  in  all  the 
large  cities  of  the  Atlantic  seaboard.  One  writer,  discussing  the 
movements  of  the  working  population  in  1847,  just  a  few  years 
before  the  era  of  federal  unionism,  says  of  the  artisan  class  that 
they,  too,  like  their  richer  neighbors,  “must  sometimes  change 
their  place.  When  work  is  dull  in  one  town,  they  go  to  another, 
and  there  are  thus  two  streams  of  workmen  perpetually  setting 
between  our  two  great  cities,  while  in  a  smaller  degree  a  similar 
circulation  is  kept  up  through  the  whole  country.  There  is  also 
a  current  of  emigrants  to  the  west;  and,  in  this,  there  is  always 
a  considerable  infusion  of  mechanical  labor.” 

Effect  of  labor  mobility.  With  increased  rapidity  and  decreased 
cost  of  railway  transportation,  labor  has  become  continually  more 
mobile.  In  nearly  all  trades  there  is  a  class  of  traveling  craftsmen 
or  “tramp”  journeymen,  mostly  young  men,  who,  imbued  with 
the  modern  spirit  of  restlessness,  travel  from  place  to  place,  and 
work  for  a  few  weeks  or  months,  now  here,  now  there,  as  fancy  or 
the  hope  of  larger  wages  may  direct.  The  amount  of  this  shifting 
labor  is  especially  large  in  the  building  trades,  probably  because 
of  the  intermittent  character  of  the  work,  and  regularly  organized 
gangs  move  constantly  to  those  localities  where  building  opera¬ 
tions  are  especially  active.  A  few  years  ago  a  part  of  this  shifting 
body  of  laborers  may  have  been  at  work  on  the  buildings  of  the 
World’s  Fair  in  St.  Louis.  Later,  they  were  employed  perhaps 
on  the  New  York  subway.  Then,  possibly,  the  building  opera¬ 
tions  in  Baltimore’s  burnt  district  attracted  them;  and  still  later 
they  may  have  been  engaged  on  the  buildings  of  the  Jamestown 
Exposition  or  upon  the  reconstruction  of  San  Francisco. 
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Besides  the  labor  current  between  the  cities,  there  are  smaller 
eddies  from  the  country  and  small  towns  into  the  large  cities,  and 
vice  versa.  The  union  carpenters  in  large  cities  for  years  have 
complained  bitterly  of  periodic  invasions  by  the  “hatchet  and 
saw”  carpenters  from  the  surrounding  country  and  the  small 
outlying  towns.  On  the  other  hand,  the  photo-engravers  in  the 
small  towns  of  New  England  and  of  New  York  State  fear  the  com¬ 
petition  of  the  photo-engravers  coming  from  New  York  City,  who 
are  in  great  demand  on  account  of  their  superior  skill,  and  replace, 
even  at  considerably  higher  wages,  the  poorer  resident  workmen. 

An  industrial  depression,  the  introduction  of  machinery,  or 
any  other  condition  which  increases  the  unemployment  or  de¬ 
creases  the  skill  required  serves  to  intensify  in  any  trade  this 
interurban  competition.  About  the  year  1880  wood-working 
machinery  was  introduced  in  planing  mills;  and  as  a  consequence 
the  doors,  sashes,  mouldings,  window-frames,  and  other  fittings 
which  the  carpenter  had  formerly  made  by  hand  in  his  workshop 
were  now  made  by  machinery  in  the  factory.  Consequently,  in 
every  large  city  there  was  created  a  small  army  of  idle  members 
of  the  trade,  ready  to  “  scab  ”  in  their  own  or  other  towns.  At 
the  same  time  the  work  of  the  carpenter  on  a  building  had  been 
minutely  subdivided.  For  this  reason  the  annual  influx  of  rela¬ 
tively  unskilled  country  carpenters  assumed  large  proportions. 

This  movement  of  workmen  from  one  place  to  another  handi¬ 
caps  the  local  union  greatly  in  its  efforts  to  improve  the  condi¬ 
tions  of  employment.  Frequently  when  a  local  union  has  suc¬ 
ceeded  in  raising  wages  above  the  general  level,  union  and  non¬ 
union  members  of  the  trade  in  other  cities  who  hear  of  it  rush  to 
the  place,  and  by  their  underbidding  force  down  wages  possibly 
below  their  original  level. 

Sometimes  local  unions  engaged  in  industrial  war  have  dis¬ 
covered  unexpectedly  that  their  strike  is  lost  because  the  employ¬ 
ers  have  been  able  by  advertisements  to  secure  from  other  cities 
journeymen  who  were  willing  to  act  as  strike  breakers. 

The  movement  of  journeymen  from  place  to  place  neutralizes 
the  efforts  of  the  independent  local  societies  to  control  the  supply 
of  workers  by  limiting  the  number  of  those  learning  the  craft. 
For  example,  a  union  in  Baltimore  may  enforce  the  most  rigid 
rules  for  defining  the  period  of  apprenticeship  and  the  number  of 
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apprentices  to  each  shop;  but  if  the  unions  of  the  craft  in  Phila¬ 
delphia  and  Washington  have  a  lax  apprenticeship  system,  prob¬ 
ably  the  only  result  will  be  that  Baltimore  will  serve  as  a  con¬ 
venient  outlet  for  the  constantly  accumulating  body  unemployed 
in  both  cities.  The  need  of  some  national  regulation  of  appren¬ 
ticeship,  therefore,  has  been  another  cause  for  the  federation  of 
local  unions. 

As  long  as  the  local  societies  of  a  trade  are  not  united,  the 
member  suspended  for  non-payment  of  dues  or  for  some  other 
violation  of  the  union  rules  is  able  to  escape  his  penalty  by  travel¬ 
ing  to  another  city.  There,  upon  payment  of  an  initiation  fee, 
he  will  probably  be  admitted  to  the  union  of  the  locality,  and  so 
will  be  able  to  find  employment.  Under  such  circumstances  the 
threat  of  suspension  loses  some  of  its  terror  for  the  delinquent, 
and  much  of  the  coercive  power  of  the  union  over  its  members  is 
destroyed.  The  effective  punishment  of  outlawed  members  has 
been  an  incidental  purpose  in  the  organization  of  federal  trade 
unions. 

On  the  other  hand,  from  the  point  of  view  of  the  traveling 
journeyman  some  agreement  between  the  scattered  local  unions 
of  a  trade  is  desirable,  in  order  that  he  may  be  admitted  more 
readily  to  the  union  of  the  place  in  which  he  hopes  to  find  work. 
The  ardent  unionist  is  often  unable  to  pay  the  high  initiation  fee 
required  for  membership  in  the  association  of  the  place  to  which 
he  has  journeyed  in  search  of  work.  Consequently,  he  turns 
“scab,”  and  accepts  a  much  lower  wage  than  he  had  previously 
earned,  or,  if  the  local  union  is  strong,  does  not  find  employment. 

Need  of  uniformity  in  local  conditions.  A  second  important 
cause  of  the  federation  of  local  societies  has  been  the  need  of 
keeping  wages  and  other  conditions  of  employment  affecting  cost 
of  production  uniform  in  competing  establishments.  A  typical 
illustration  is  afforded  by  the  boot  and  shoe  industry.  Except 
for  certain  popular  high-grade  shoes,  competition  between  manu¬ 
facturers  of  footwear  in  various  parts  of  the  country  has  reduced 
profits  to  a  very  small  amount.  At  the  same  time,  one  trust,  by 
means  of  its  ownership  of  patents,  has  been  able  to  control  the 
price  of  shoe  machinery,  and  another  trust,  aided  until  recently 
by  a  prohibitive  tariff  on  hides,  has  been  able  to  fix  the  price  of 
leather.  Moreover,  methods  of  production  are  very  much  the 
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same  in  all  parts  of  the  country.  The  most  important  variable 
element  in  the  cost  of  production  is,  therefore,  wages;  and  a  differ¬ 
ence  of  a  few  cents  per  piece  in  several  departments  of  a  factory, 
or  possibly  even  in  a  single  department,  may  make  the  difference 
between  ruin  and  prosperous  business.  Therefore,  the  boot  and 
shoe  manufacturer  resists  desperately  any  attempt  of  a  local  union 
to  raise  wages.  If  the  union  is  strong  and  he  is  forced  to  yield,  he 
may  be  compelled  through  the  falling-off  of  sales  to  shut  down  his 
plant  or  reduce  his  working  force. 

The  independent  local  unions  have  great  difficulty  not  only  in 
raising  wages,  but  also  in  preventing  them  from  falling  in  sym¬ 
pathy  with  reductions  in  other  places.  An  employer  calls  to¬ 
gether  his  employees,  and  informs  them  that  his  rivals  in  other 
cities  are  driving  him  out  of  business.  If  he  continues  to  pay  the 
same  wages  as  before,  he  will  be  compelled,  he  tells  them,  to  shut 
down  his  plant,  certainly  during  the  dull  season.  If,  however, 
they  will  submit  to  a  ten-per-cent  reduction,  he  will  be  able  to  sell 
his  shoes,  coal,  iron,  or  whatever  the  commodity  may  be,  some 
cents  cheaper,  and  will  secure  certain  large  contracts  for  goods. 
The  men,  he  declares,  will  lose  nothing  by  the  reduction.  The 
factory  will  continue  to  run  at  full  time,  and  some  may  even  re¬ 
cover  the  lost  wages  by  working  overtime.  His  employees  in  all 
probability  yield,  and  then  his  competitors,  who  find  themselves 
losing  trade,  propose  in  turn  a  reduction  to  their  men,  and  so  the 
movement  spreads. 

Effect  of  benefit  features.  A  third  important  reason  for  the 
federation  of  local  societies  has  been  the  need  of  a  joint  fund  from 
which  to  pay  strike,  sick,  death,  disability,  and  out-of-work  bene¬ 
fits.  Such  a  joint  fund  has  been  greatly  needed  to  support  the 
members  of  a  local  union  involved  in  a  strike.  If  a  strike  has 
behind  it  the  financial  resources  of  all  the  local  unions  of  a  trade, 
amounting  perhaps  to  a  hundred  thousand  dollars,  it  haS  ob¬ 
viously  much  more  chance  of  success  than  when  supported  by  only 
one  local  union  with  perhaps  fifteen  hundred  dollars  in  its  treasury. 
With  a  hundred  thousand  dollars  instead  of  fifteen  hundred  dol¬ 
lars  to  draw  upon,  the  members  involved  in  a  difficulty  with  em¬ 
ployers  can  be  supported  for  a  much  longer  time.  “Scabs”  can 
also  be  bought  off  and  kept  from  taking  the  places  of  the  strikers. 

The  payment  of  sick,  death,  or  out-of-work  benefits  from  the 
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federal  rather  than  the  local  treasury  is  urged  for  two  reasons. 
In  the  first  place,  when  each  subordinate  union  maintains  its  own 
system  of  benefits,  a  member  forfeits  the  right  to  enjoy  them 
whenever  he  travels  to  another  city  in  search  of  work,  for  even  if 
the  union  in  the  city  to  which  he  journeys  does  pay  benefits  of 
identical  amounts  and  character,  a  new  member  must  usually  be 
a  member  for  six  months  or  a  year  before  he  becomes  entitled  to 
receive  them.  In  the  second  place,  only  the  large  local  unions 
are  able  to  maintain  systems  of  benevolent  relief.  A  single  death 
during  the  first  year  would  probably  bankrupt  the  small  union  of 
ten  or  twenty  members. 

Industrial  depressions  have  been  the  chief  cause  of  the  dissolu¬ 
tion  of  federal  trade  unions  in  the  United  States.  The  union  men 
who  are  thrown  out  of  employment  feel  themselves  unable  to  pay 
their  dues,  and  so  are  suspended  from  the  trade  organizations;  or, 
what  is  worse  from  a  union  point  of  view,  many  of  them,  demoral¬ 
ized  by  unemployment,  lose  faith  in  the  system  of  collective  bar¬ 
gaining  and  stand  ready  to  take  the  places  of  their  fellow  work¬ 
men  at  wages  far  below  the  union  scale.  To  add  to  the  demoral¬ 
izing  influence  of  the  depression,  many  trade  unions,  utterly  un¬ 
mindful  of  the  rapidly  thinning  ranks  of  organized  labor  and  of 
the  hundreds  who  are  vainly  seeking  employment,  rush  into  strikes 
against  reductions  in  wages.  The  strike  is  lost,  the  funds  of  the 
association  are  exhausted,  the  men,  replaced  by  others,  join  the 
mass  of  the  unemployed,  and  the  association  goes  to  pieces.  The 
national  unions  show  the  effects  of  the  depression  more  quickly 
than  the  local  unions,  since  the  strike  funds  of  the  national  or¬ 
ganization  are  the  first  to  be  exhausted,  and  the  local  unions 
which  survive  the  first  blast  of  the  industrial  storm  abandon 
allegiance  to  the  now  impotent  central  association,  and  strive  to 
fight  on  alone.  After  the  depression,  the  local  unions,  which  had 
dissolved,  begin  to  reorganize,  and  these,  together  with  the  sur¬ 
vivors,  unite  again  into  federal  associations. 

The  American  Federation  of  Labor,  which  displaced  the 
Knights  of  Labor,  has  been  active  in  forming  national  and  inter¬ 
national  trade  unions.  A  loose  confederation,  created  and  con¬ 
trolled  by  the  existing  national  unions,  it  has  not,  like  the  Knights, 
aroused  conflict  and  antagonism.  In  1905  one  hundred  and 
eighteen  of  the  one  hundred  and  thirty  national  and  international 


290  THE  ORGANIZED  LABOR  MOVEMENT 

unions  belonged  to  the  Federation.  Moreover,  the  number  ol 
national  associations  is  being  constantly  swelled  through  the 
efforts  of  paid  agents  maintained  by  the  American  Federation  of 
Labor.  These  agents  are  continually  organizing  local  unions 
among  the  non-union  workers  in  various  industries  and  welding 
them  together  into  international  trade  unions. 

Nationalizing  effect  of  A.  F.  of  L.  The  influence  of  the  American 
Federation  of  Labor  has  also  tended  to  hasten  materially  the 
transition  from  local  to  national  unionism.  Formerly,  local 
unions  of  a  trade  existed  usually  for  some  years  before  they  were 
federated,  often  reluctantly,  into  national  and  international  as¬ 
sociations.  Under  the  influence  of  the  American  Federation  of 
Labor  the  organization  of  a  federal  union  has  sometimes  followed 
almost  immediately  the  appearance  of  local  unions  in  the  craft. 
When  only  a  few  isolated  local  unions  exist  in  any  trade,  usually 
each  of  them  holds  a  charter  direct  from  the  American  Federation 
of  Labor;  but  as  soon  as  enough  of  these  societies  have  been  or¬ 
ganized,  they  are  federated  into  a  national  or  continental  union. 
When,  however,  the  immediate  creation  of  a  federal  association 
seems  urgently  desirable,  a  national  charter  is  sometimes  granted 
to  a  single  local  union,  perhaps  the  sole  existing  one  in  the  trade, 
or  to  a  group  of  promising  leaders  of  the  craft.  With  the  assist¬ 
ance  of  paid  organizers  of  the  American  Federation,  fellow  crafts¬ 
men  in  all  parts  of  the  country  are  induced  to  form  local  unions. 
Soon  a  convention  of  representatives  from  these  newly  created 
local  societies  is  held,  a  framework  of  government  is  established, 
and  a  full-fledged  national  or  continental  association  emerges. 
In  only  a  few  trades  are  the  local  societies  still  disunited. 

The  government  of  local  unions.  The  machinery  of  govern¬ 
ment  of  the  shop  meeting  has  always  been  simple  and  informal. 
Usually  some  one  has  been  elected  to  preside  at  meetings  held 
within  the  industrial  establishment,  and  when  the  need  has  arisen, 
special  committees  have  been  created  to  lay  the  demands  of  the 
journeymen  before  the  employer.  At  a  very  early  date  the  jour¬ 
neymen  in  the  printing  shops  of  England  and  America  were  or¬ 
ganized  into  “chapels.”  The  chapel  held  meetings  whenever  a 
disagreement  arose  with  the  employer  or  between  the  journeymen 
themselves,  and  it  was  presided  over  by  the  so-called  “father  of 
the  chapel.” 
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Meetings  held  within  the  factory  itself  are  so  very  inconvenient 
that  they  are  rapidly  disappearing  and  all  functions  are  being 
delegated  to  some  official  or  to  a  small  committee. 

The  government  of  the  local  union  is  essentially  government 
by  mass  meeting.  The  whole  body  of  members,  assembling  once 
each  month,  once  each  fortnight,  or  oftener,  is  the  final  authority 
for  the  transaction  of  all  business  —  legislative,  executive,  and 
judicial.  The  general  meeting  may  adopt  amendments  to  the 
by-laws,  may  suspend  or  expel  a  member,  may  order  the  purchase 
of  an  account  book,  or  may  declare  a  strike. 

Usually  the  meetings  of  the  local  union  are  held  in  some  con¬ 
venient  hall.  Sometimes  several  local  unions  join  together  to 
hire  or  purchase  a  building  where  each  may  have  its  office  and 
meeting  room.  Often  the  cheapest  and  most  convenient  place  is 
a  room  over  a  store  or  perhaps  over  a  saloon.  The  character  of 
these  meeting  halls  varies  widely.  Some  are  forlornly  barren, 
uncarpeted,  containing  only  a  decrepit  table  and  formidable  rows 
of  long  dilapidated  benches.  Others  are  cozy  and  attractive.  In 
one  such  room  visited,  for  example,  the  floor  was  covered  with 
rugs,  and  the  chairs  were  not  arranged  in  formal  rows,  but  were 
disposed  irregularly  along  the  sides  of  the  room.  During  the 
meetings  the  several  officers  were  stationed  in  various  parts  of 
the  room  with  something  of  the  ceremony  of  fraternal  orders. 
They  sat  upon  raised  platforms,  before  small  round  column-like 
tables  painted  in  black  and  cream-and-gold.  Cases  filled  with 
gay  regalia  and  shelves  lined  with  books  and  periodicals  added 
to  the  attractiveness  of  the  room. 

In  the  trade  union  the  faults  of  government  by  mass  meeting 
are  the  ones  common  to  all  such  assemblies.  One  difficulty  is 
to  secure  regular  attendance  of  members.  Often  in  small  societies 
a  quorum  can  be  secured  with  difficulty.  Some  local  unions  levy 
fines  for  inexcusable  absences,  or  even  deprive  a  member  of  the 
card  which  enables  him  to  work  at  his  trade  with  other  unionists. 
Usually  such  measures  are  effective,  though  a  few  instances  have 
been  found  where  the  fines  are  so  frequent  that  they  have  become 
a  regular  source  of  revenue,  and  in  consequence  the  weekly  dues 
have  been  reduced  in  amount.  Occasionally,  difficulties  result 
from  revolts  of  the  minority,  who,  disgruntled  perhaps  because  a 
pet  scheme  has  been  rejected,  revenge  themselves  by  bitter  de- 
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nunciation,  by  filibustering,  or  by  constantly  stirring  up  factional 
feeling  which  may  ultimately  disrupt  the  union.  The  thoughtful 
and  conservative  allow  themselves  to  be  overawed  into  declaring 
unwise  strikes  by  the  taunt  of  cowardice  from  the  “red-hot  fire- 
eaters.”  Windy  orators  waste  the  time  of  the  meetings  in  ram¬ 
bling,  pointless  discussion. 

The  mass  meeting  is  a  clumsy  mechanism  to  use  for  rendering 
judicial  decisions  and  for  the  transaction  of  executive  business, 
and  matters  are  continually  arising  which  demand  immediate 
consideration  during  the  period  between  the  regular  meetings. 
The  general  meeting  has  been  very  reluctant  to  delegate  any  of  its 
powers;  but  of  necessity  various  boards  and  committees  have 
gradually  been  created.  Many  of  these  committees  are  appointed 
for  a  particular  purpose,  and  are  discharged  when  that  purpose 
has  been  attained.  Nevertheless,  certain  standing  committees 
have  also  emerged,  the  most  important  of  which  is  the  executive 
committee.  This  board  exercises  a  wide  though  varying  number 
of  specially  delegated  powers,  but  any  of  its  decisions  may  be 
overruled  by  the  general  meeting.  The  executive  board  appears 
at  a  comparative  late  date  in  the  history  of  the  local  union. 

The  officers  of  the  local  union  are  commonly  a  president  who  is 
chairman  at  meeting  of  the  society,  a  vice-president,  a  recording 
secretary,  a  treasurer,  a  corresponding  secretary,  and  frequently 
also  a  financial  secretary  who  keeps  account  of  receipts  and  ex¬ 
penditures.  Sometimes  the  recording  secretary  acts  as  corre¬ 
sponding  or  as  financial  secretary;  sometimes  the  officers  of  corre¬ 
sponding  secretary  and  financial  secretary  are  combined.  Usually 
the  local  officers  are  unpaid,  or  are  paid  a  nominal  sum.  They 
work  at  their  trade,  and  perform  their  official  duties  during  spare 
time.  The  duties  of  the  local  and  financial  secretary  are  excep¬ 
tionally  onerous  in  unions  which,  like  the  Cigar-Makers,  maintain 
a  variety  of  benefits,  and  many  of  the  larger  local  unions  in  such 
trades  pay  him  a  salary.  The  paid  financial  secretary  devotes 
his  entire  time  to  the  union,  and  receives  usually  the  rate  of  wages 
prevailing  in  the  trade.  Not  only  does  he  keep  the  financial  ac¬ 
counts,  but  he  also  performs  in  many  instances  the  work  of  corre¬ 
sponding  secretary,  recording  secretary,  and  treasurer. 

The  business  agent.  The  other  paid  official  in  the  local  union 
is  the  walking  delegate,  or,  as  the  trade-unionists  prefer  to  call 
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him,  the  business  agent.  The  business  agent  adjusts  disputes 
between  employers  and  their  workmen,  and  thus  replaces  the  com¬ 
mittees  of  the  shops  and  local  union  which  would  otherwise  per¬ 
form  this  service.  The  policy  of  bargaining  with  employers 
through  unpaid  officials  or  committees  has  certain  disadvantages. 
In  the  first  place,  the  employers  frequently  look  upon  the  mem¬ 
bers  of  delegations  from  their  workmen  as  agitators  seeking  to 
stir  up  trouble,  and  sometimes  discharge  them  at  the  earliest  op¬ 
portunity.  Moreover,  efficient  bargaining  with  an  employer  re¬ 
quires  shrewdness,  diplomacy,  and  considerable  knowledge  of 
cost  and  methods  of  production  in  competing  factories.  Gradu¬ 
ally  the  salaried  official  attains  knowledge  concerning  conditions 
in  the  industry  and  also  some  skill  in  bargaining.  At  the  same 
time  he  is  not  restrained  in  upholding  the  rights  of  his  fellow 
workmen  by  the  fear  of  being  discharged  by  the  employer. 

The  business  agent  performs  also  duties  which  in  other  unions 
are  left  to  the  shop  steward.  Like  that  official,  he  collects  dues, 
detects  and  calls  attention  to  violations  of  trade  agreements,  and 
prevents  the  employment  of  non-society  journeymen  in  union 
shops.  Another  of  his  functions  is  to  serve  as  the  head  of  an  em¬ 
ployment  agency.  Employers  who  need  additional  journeymen 
apply  to  him  in  the  early  morning  hours  before  he  starts  on  his 
round  of  visits  from  one  establishment  to  another,  and  he  dis¬ 
patches  such  men  as  are  out  of  work  to  fill  the  vacant  places.  As 
an  organizer  he  seeks  to  persuade  workmen  to  join  the  union. 
Frequently  he  acts  as  financial  secretary.  Sometimes  when  the 
union  pays  sick  benefits  he  visits  sick  members  to  determine  their 
eligibility  to  receive  such  benefits. 

Hated  by  employers,  envied  and  often  criticized  by  his  fellow 
unionists,  the  position  of  the  business  agent  is  not  always  a  pleas¬ 
ant  one.  Such  is  the  common  complaint  of  the  business  agents 
with  whom  the  writer  has  talked.  “I  found  the  position  anything 
but  pleasant,”  said  James  Lynch,  the  early  walking  delegate 
mentioned  above.  “I  was  at  once  plunged  into  continual  war. 
My  presence  on  a  job  was  an  irritation  to  the  employers  as  well 
as  to  the  non-union  men  and  not  infrequently  some  of  the  union 
men  envied  me,  little  knowing  the  sorrows  of  my  lot.”  Usually 
the  business  agent  receives  the  same  salary  as  he  would  if  he  were 
working  at  his  trade.  His  expenses  are  increased,  however,  be- 
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cause  of  his  office.  At  the  same  time  he  is  vested  with  great 
authority  and  is  subjected  to  dangerous  temptation.  From  ac¬ 
cepting  bribes  to  levying  blackmail  was  the  short  step  which  put 
prominent  business  agents  of  New  York  building  trades  unions 
in  Sing  Sing  Prison  a  few  years  ago.  The  union  is  frequently  not 
blameless.  The  statement  has  been  made  repeatedly,  though 
with  what  truth  it  is  difficult  to  say,  that  certain  unions  have  con¬ 
doned  the  blackmailing  of  employers  by  shrewd  and  energetic 
agents  who  have  been  successful  in  securing  good  wages  for  the 
trade. 

One  serious  mistake  has  been  to  vest  the  business  agent  with 
power  to  call  a  strike,  for  this  power  has  been  the  club  which  he 
has  used  to  extort  money  from  the  employers.  The  policy  of  per¬ 
mitting  the  business  agent  to  declare  a  strike  has  prevailed  par¬ 
ticularly  in  the  building  trades.  In  those  trades  he  may  order 
the  workmen  to  leave  the  building  immediately  whenever  he 
finds  a  non-union  man  at  work  or  discovers  some  other  violation 
of  the  agreement  by  the  employer.  As  a  consequence,  the  most 
flagrant  cases  of  dishonesty  among  business  agents  have  occurred 
in  the  building  trades.  These  trades  vest  control  over  strikes  in 
such  officials  for  the  same  reason  that  they  permit  the  men  on  a 
building  to  strike  without  the  consent  of  the  local  union,  namely, 
because  the  frequent  shifting  of  the  men  from  one  building  to 
another  necessitates  prompt  action. 

Government  of  district  unions.  In  the  district  unions  the  re¬ 
presentative  assembly  performs  the  functions  of  the  general  mass 
meeting  in  the  local  society.  Equal  representation  on  the  dis¬ 
trict  council  for  each  society  has  sometimes  been  secured  by  the 
small  local  unions,  which  are  watchful  to  prevent  any  encroach¬ 
ment  upon  their  independence.  The  more  centralized  district 
unions,  which  hold  the  welfare  of  the  majority  paramount  to  the 
preservation  of  local  authority,  ordinarily  permit  representation 
in  proportion  to  membership.  The  district  council  transacts  all 
important  business,  though  in  some  trades  the  members,  wishing 
to  retain  control  over  the  adoption  of  amendments  to  the  con¬ 
stitution  and  of  regulations  governing  the  conditions  of  employ¬ 
ment,  require  that  the  decision  of  the  council  on  such  matters  be 
submitted  to  a  referendum  vote.  The  officers  of  the  district  union 
are  commonly  a  president,  a  vice-president,  a  recording  secretary, 
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a  financial  secretary,  a  treasurer,  and  trustees.  Sometimes  a 
single  official  known  as  the  “secretary- treasurer”  performs  the 
duties  of  the  recording  secretary,  financial  secretary,  and  treas¬ 
urer.  Frequently  there  is  also  an  executive  board,  which  trans¬ 
acts  emergency  business  between  the  meetings  of  the  district 
council.  Often  the  district  union  maintains  a  business  agent, 
since  many  small  local  societies  lack  sufficient  money  to  maintain 
one  of  their  own.  Except  the  business  agent,  and  occasionally 
the  secretary-treasurer,  the  officers  serve  without  pay  or  receive 
only  a  nominal  sum.  Quite  commonly  the  business  agent  is 
elected  by  popular  vote  of  the  members  of  all  the  local  societies, 
though  sometimes  the  district  council  selects  the  business  agent 
from  a  list  of  candidates  submitted  by  the  local  unions.  Almost 
invariably  the  other  officers  and  the  members  of  the  executive 
board  are  selected  by  the  district  council,  and  as  a  rule  only  the 
delegates  comprising  the  council  are  eligible  to  these  positions. 

The  form  of  government  and  the  problems  of  government  of 
the  district  unions  are  very  similar  to  those  of  the  national  and 
international  associations.  In  both,  for  example,  there  is  variety 
of  opinion  and  practice  concerning  the  use  of  the  initiative  and 
referendum.  In  both  there  is  the  struggle  between  those  who 
favor  equal  and  those  who  favor  proportional  representation. 
The  problems  of  government  of  the  national  union  are  made  more 
complicated,  however,  by  its  wider  territorial  jurisdiction.  Thus, 
while  the  district  council,  which  can  meet  weekly  if  necessary, 
transacts  nearly  all  business  of  the  district  union,  the  national 
trade-union  convention,  which  can  be  convoked,  because  of  dis¬ 
tance,  only  for  a  few  days  each  year,  transacts  but  a  small  part  of 
the  national  business,  matters  arising  during  the  long  period  be¬ 
tween  its  sessions  being  considered  by  the  officers  or  the  executive 
board  or  referred  to  a  general  vote  of  the  members. 

The  national  convention.  The  convention  of  delegates  from 
the  several  local  societies  is  perhaps  the  most  important  part  of 
the  governmental  machinery  of  national  and  international  trade 
unions.  In  its  general  features  it  does  not  differ  widely  from  the 
assemblies  or  conventions  held  regularly  by  church,  fraternal,  and 
other  organizations.  The  delegates  assemble  at  the  time  and 
place  fixed  by  the  preceding  convention.  They  meet  in  some 
convenient  public  hall,  are  welcomed  by  municipal  executives 
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and  local  trade-union  leaders,  continue  in  session  five  days,  or  a 
week,  perhaps  a  little  longer,  and  then  adjourn  for  a  year,  two 
years,  or  more. 

The  trade-union  convention  exercises  executive  and  judicial 
as  well  as  legislative  functions,  thus  violating  the  political  prin¬ 
ciples  of  those  who  hold  that  each  of  these  three  functions  of 
government  should  be  vested  in  a  separate  organ  of  government. 
In  exercising  its  legislative  power  it  has  equal  authority  to  pass 
every  kind  of  rule.  In  fact,  the  trade  unions  ordinarily  make  no 
distinction  between  constitutional  and  statutory  laws.  All  kinds 
of  rules  are  adopted  in  exactly  the  same  manner.  At  one  mo¬ 
ment,  therefore,  the  convention  may  be  remodeling  the  entire 
machinery  of  government,  or  transferring  important  functions 
from  the  local  unions  to  the  international  union;  at  another,  it 
may  be  passing  an  unimportant  rule  to  the  effect  that  the  union 
label  shall  be  printed  on  red  instead  of  blue  paper. 

Acting  as  a  judicial  tribunal,  the  convention  considers  griev¬ 
ances  brought  by  national  officers,  local  unions,  or  members,  and 
these  grievances  may  involve  violations  of  the  rules  of  local  unions 
as  well  as  of  those  of  the  national  union.  In  consequence,  while 
some  of  the  suits  laid  before  convention  are  important,  others  are 
trivial.  At  one  time  the  convention  may  be  suspending  a  local 
union  for  serious  violation  of  the  rules;  at  another  time  it  may  be 
sustaining  a  subordinate  union  in  imposing  a  fine  of  one  or  two 
dollars  on  a  member  for  some  petty  misdemeanor. 

The  levy  of  taxes,  the  appropriation  of  revenue,  the  declaration 
of  industrial  war,  and  the  ratification  of  agreements  are  the  func¬ 
tions  exercised  by  the  trade-union  convention. 

That  assembly  fixes  the  amount  of  dues  and  assessments;  it 
controls  disbursements;  it  orders  strikes  against  employers.  The 
convention  has  the  final  power  in  making  agreements.  Even 
when  collective  bargaining  is  conducted  by  the  local  societies,  the 
national  union  frequently  fixes  rules  of  apprenticeship,  hours  of 
labor,  and  other  conditions  of  employment  which  the  subordi¬ 
nate  lodges  must  demand  from  employers.  When  the  terms  of  the 
labor  contract  are  determined  by  a  national  or  district  joint  con¬ 
ference  between  employers  and  employees,  the  national  or  district 
convention  practically  always  meets  immediately  before  the  joint 
conference  and  outlines  the  terms  which  its  representatives  are  tc 
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demand.  The  convention  performs  many  other  functions.  It 
elects  officers,  and  audits  their  accounts.  Through  its  committees 
it  performs  at  times  a  wide  variety  of  detailed  administrative 
duties  which  in  a  political  government  are  usually  delegated  to 
the  executive  officers. 

The  trade-union  conventions  almost  outrival  the  state  and 
federal  legislatures  of  the  United  States  in  the  bewildering  num¬ 
ber  and  variety  of  their  committees.  The  committee  on  constitu¬ 
tion,  or  the  committee  on  laws,  as  it  is  variously  termed,  is  per¬ 
haps  the  most  important.  To  it  all  amendments  to  the  rules  are 
submitted.  In  some  unions  this  committee  reports  concerning 
all  amendments  submitted  to  it  merely  with  favorable  or  unfavor¬ 
able  comment.  In  other  unions  it  follows  the  usual  legislative 
practice  of  pigeonholing  the  amendments  which  it  deems  un¬ 
desirable,  and  presents,  perhaps  in  a  reconstructed  form,  those 
which  it  desires  the  convention  to  pass.  Besides  this  general 
legislative  committee,  special  ones  are  created  to  consider  or 
draft  rules  regulating  strikes,  sick  benefits,  the  union  label,  or 
apprenticeship.  A  judiciary  committee,  sometimes  known  as  the 
committee  on  appeals  or  grievances,  considers  appeals  from  judi¬ 
cial  decisions  of  national  officers  and  local  unions.  One  committee 
sanctions  strikes.  Another  audits  the  financial  accounts  of  offi¬ 
cers.  There  are  committees  to  consider  conditions  of  employment, 
wages,  hours  of  labor,  relations  with  other  unions,  printing,  and 
the  trade  journal. 

In  fixing  the  basis  of  representation  in  convention,  the  same 
opposition  has  existed  between  the  large  and  the  small  local 
societies  as  existed  at  the  time  of  the  founding  of  the  American 
Commonwealth  between  the  large  and  the  small  States.  The 
members  of  the  large  local  unions  have  demanded  that  representa¬ 
tion  should  be  proportional  to  membership.  They  point  out  the 
unfairness  of  allowing  a  society  of  twenty-five  and  one  of  a  thou¬ 
sand  members  to  have  the  same  voting  power  in  convention. 
They  hold  that  the  majority,  not  a  small  minority,  should  domi¬ 
nate.  On  the  other  hand,  the  small  local  unions  have  demanded 
that  each  society  have  equal  representation.  They  fear  that  if 
representation  were  proportional  to  membership,  two  or  three 
large  societies  would  dictate  policies  to  all  the  rest.  Such  a  con¬ 
dition  is  not,  indeed,  a  baseless  fear,  conjured  up  by  the  small 
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unions.  Instances  of  it  may  be  found  whenever  the  system  of 
representation  according  to  membership  has  prevailed. 

The  officers  of  the  national  union.  Certain  governmental  ma¬ 
chinery  is  needed  to  do  administrative  work  which  a  representa¬ 
tive  body  like  a  convention  cannot  perform.  From  the  beginning 
of  national  trade-unionism  some  one  has  been  required  to  collect 
revenue,  and  a  corresponding  secretary  has  also  been  needed  to 
serve  as  the  agent  of  communication  between  the  local  societies 
and  the  national  unions.  Some  one  has  had  to  do  a  policeman’s 
work  in  enforcing  the  observance  of  the  national  rules.  As  the 
activities  of  the  federal  organization  have  developed,  an  executive 
has  been  created  to  manage  the  complicated  administrative  ma¬ 
chinery. 

Certain  machinery  of  government  is  also  required  to  make  de¬ 
cisions  on  matters  the  consideration  of  which  cannot  be  postponed 
until  the  next  convention.  One  question  which  must  nearly 
always  be  decided  immediately  is  the  desirability  of  a  strike. 
Sometimes,  indeed,  the  postponement  of  a  strike  may  preclude  the 
necessity  of  its  declaration,  since  greater  deliberation  may  show 
the  lack  of  necessity  for  it,  or  further  conference  with  employers 
may  secure  its  peaceful  adjustment.  When  the  declaration  of  a 
strike  seems  inevitable,  the  delay  which  furnishes  the  employer 
an  opportunity  for  preparation  may  steal  away  most  of  its  effec¬ 
tiveness.  Industrial  conditions  change  rapidly.  At  the  moment, 
all  may  be  propitious;  if  action  is  postponed  until  the  next  con¬ 
vention,  the  opportunity  will  be  lost. 

Moreover,  the  strike,  the  success  of  which  seemed  reasonably 
certain  at  the  time  when  it  was  declared  by  the  convention,  may 
become  a  hopeless  venture  after  the  adjournment  of  that  body 
because  of  an  unexpected  change  in  industrial  conditions.  For 
this  reason,  trade-union  leaders  dislike  exceedingly  to  be  bound 
by  rigid  and  specific  instructions  of  the  representative  assembly. 

In  other  words,  the  trade  union  is  a  belligerent  association 
nearly  always  engaged  in  a  guerrilla  struggle  with  employers, 
sometimes  in  wide-spreading  general  combat;  and  for  success  in 
war,  industrial  as  well  as  military,  prompt  decisions  and  a  flexible 
policy  are  requisite.  The  very  life  of  the  organization  may  be  the 
penalty  of  long  delay  and  rigid  rules.  Therefore,  between  con¬ 
ventions  some  governmental  body  must  have  authority  to  declare 
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strikes,  to  conduct  them,  to  call  them  off,  or  to  levy  special  as¬ 
sessments  when  the  funds  are  exhausted  by  a  long  struggle. 

During  the  period  between  conventions  some  judicial  authority 
must  be  created  to  interpret  the  meaning  of  vague  or  conflicting 
rules,  otherwise  the  carrying-out  of  the  activities  of  the  organiza¬ 
tion  may  be  abruptly  halted.  Some  judicial  authority  must  also 
be  created  to  discipline  local  unions  and  individual  members  and 
to  hear  appeals  of  members  from  local  unions.  If  no  such  author¬ 
ity  exists,  the  guilty  may  delay  their  punishment  and  the  acquittal 
of  the  innocent  may  be  postponed. 

Usually  the  representative  assembly  has  jealously  endeavored 
to  retain  exclusive  legislative  power,  but  its  efforts  have  nearly 
always  failed.  Unexpected  problems  are  continually  arising  for 
which  the  rules  make  no  provision.  Moreover,  the  rules,  hastily 
adopted  by  the  convention,  are  frequently  worded  vaguely  and 
carelessly,  and  to  put  them  into  operation  is  difficult  or  impos¬ 
sible.  It  may  easily  happen,  for  example,  that  while  provision 
is  made  for  the  payment  of  a  sick  benefit,  the  administrative  ma¬ 
chinery  to  carry  out  such  a  plan  is  not  created  or  is  wholly  inade¬ 
quate. 

In  most  organizations  efficient  and  expeditious  machinery  for 
the  adoption  of  amendments  to  the  constitution  during  the  period 
between  conventions  has  been  gradually  created,  and  with  this 
development  there  have  been  fewer  violations  and  a  more  whole¬ 
some  respect  for  the  rules  by  officers  and  members.  Indeed, 
some  of  the  officials  of  the  older  and  better  organized  unions, 
when  asked  whether  they  exercised  unconstitutional  legislative 
power,  seem  as  much  shocked  at  the  idea  as  might  have  been  a 
law-and-precedent-loving  judge  of  a  superior  court. 

The  two  officers  now  found  in  the  great  majority  of  interna¬ 
tional  unions  are  the  president  and  the  secretary  or  secretary- 
treasurer.  The  president  acts  as  chairman  at  meetings  of  the 
convention  and  of  the  general  executive  board.  He  has  super¬ 
vision  over  the  administrative  affairs  of  the  organization.  He  is 
a  policeman  enforcing  the  rules,  and  is  frequently  also  a  judge. 
He  travels  often  to  various  parts  of  the  country  to  organize  new 
local  unions,  to  encourage  the  weak  ones,  and  to  adjust  disputes 
between  the  workmen  and  their  employers. 

The  secretary  or  secretary-treasurer  acts  as  secretary  at  meet- 
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ings  of  the  convention  and  of  the  general  executive  board.  He 
serves  as  a  medium  of  communication  between  the  local  societies 
and  the  central  union.  He  edits  the  trade  journal,  save  in  a  few 
organizations  which  have  created  a  special  official  for  this  purpose 
or  which  entrust  the  president  with  this  duty.  He  keeps  the 
financial  accounts,  and  in  a  large  majority  of  unions  also  has 
charge  of  the  funds.  In  about  forty  out  of  one  hundred  and 
thirty  international  unions,  however,  the  secretary  must  turn  over 
all  funds  to  a  treasurer.  This  system  has  grave  inconveniences. 
The  duties  of  the  treasurer  require  only  a  small  part  of  his  time; 
and  usually  he  is  paid  no  salary  or  only  a  nominal  sum.  He  works 
at  his  trade  and  lives  in  his  home  city,  which  is  probably  at  some 
distance  from  headquarters,  where  the  secretary  is  stationed,  and 
much  time  and  energy  are  wasted  in  sending  money  back  and 
forth.  When  a  strike  has  been  declared,  funds  are  usually  needed 
immediately  by  the  local  strike  committee,  and  delay  in  obtain¬ 
ing  them  may  cause  serious  results.  For  these  reasons,  most 
unions  require  the  secretary  to  take  care  of  the  funds.  In  these 
unions  he  bears  the  title  of  secretary-treasurer. 

Trade-union  leadership  is  a  profession,  and  to  make  a  success  of 
it  native  ability  and  experience  are  required.  The  leader  must 
learn  to  write,  not  necessarily  grammatically,  but  with  force  and 
clearness.  He  is  doomed  to  an  unending  succession  of  speeches, 
and  so  must  develop  self-possession  on  the  platform  and  the 
power  to  hold  audiences.  He  must  know  how  to  handle  his  men. 
He  must  learn  that  much  profanity,  particularly  in  dealing  with 
employers,  does  not  constitute  forcibleness  or  diplomacy.  He 
must  know  intimately  the  conditions  of  the  trade  and  also  much 
about  the  cost  and  methods  of  production.  He  must  be  resource¬ 
ful,  constructive,  and  patient;  he  must  be  constantly  ready  to 
meet  new  and  unexpected  situations  with  few  resources  to  aid  him, 
and  perhaps  with  a  discouraged  and  carpingly  critical  following  at 
his  back. 

The  trade  unions  have  made  little  attempt,  however,  to  impose 
qualifications  on  the  candidates  for  international  offices.  Usu¬ 
ally,  of  course,  the  candidate  must  have  been  a  member  of  the 
union  for  a  certain  length  of  time.  Some  of  the  early  unions  pro¬ 
vided  also  that  only  delegates  to  the  representative  assembly 
should  be  eligible,  but  this  limitation  on  the  selection  of  can- 
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didates  was  soon  found  to  be  undesirable  and  was  abolished. 
Nevertheless,  the  important  officials  are  usually  picked  men. 
Most  of  them  have  held  some  office,  such  as  that  of  president, 
secretary,  or  business  agent  in  the  local  union.  Often  they  have 
also  served  as  delegates  at  one  or  perhaps  several  conventions. 
Sometimes  they  have  held  minor  offices  in  the  international 
union;  perhaps  they  have  been  organizers  or  labor  agitators,  have 
later  been  made  vice-president,  and  finally  have  been  promoted 
to  the  presidency  or  the  secretaryship.  Yet  even  with  this  pre¬ 
paratory  education  in  subordinate  positions,  the  newly  elected 
leader  comes  to  his  office  as  very  raw  and  crude  material,  and 
attains  efficiency  only  after  some  years  of  experience. 

For  this  reason  the  older  unions  have  tended  to  lengthen  the 
term  of  office  and  to  reelect  officials  for  several  terms. 

The  national  officers  were  wholly  unchecked  by  any  higher 
authority  during  the  period  between  conventions.  Luckily  the 
functions  of  the  federated  unions  were  so  few  that  the  officers  had 
very  little  opportunity  to  display  arbitrary  power.  But  the  func¬ 
tions  of  the  national  unions  were  increasing  rapidly,  and  at  the 
same  time  duties  which  had  been  divided  among  several  unpaid 
officials  were  being  vested  in  a  single  salaried  officer.  On  his 
growing  absolutism  the  infrequent  conventions  exercised  little 
restraint.  In  the  absence  of  a  general  executive  board,  therefore, 
he  exercised  despotic  power,  never  hesitating  even  to  overturn 
the  old  rules  or  to  adopt  new  ones  whenever  an  emergency  de¬ 
manded  such  a  course  of  action. 

After  1875  a  tendency  to  form  general  executive  boards  became 
manifest,  and  by  1880  such  boards  were  being  maintained  by 
practically  all  existing  national  unions. 

In  the  Iron  Moulders’  Union  the  president  was  emphatic  in 
expressing  his  antagonism  toward  the  newly  created  executive 
board,  which  he  denounced  as  a  foreign  device  utterly  alien  to 
American  trade-unionism.  The  president,  led  on  by  almost  un¬ 
limited  opportunity,  had  yielded  to  temptation,  and  had  appro¬ 
priated  some  of  the  funds.  One  of  the  first  results  of  the  creation 
of  the  executive  board  was  the  discovery  of  this  malfeasance. 
The  president  strove  desperately  to  maintain  himself  in  power. 
He  began  with  the  declaration  that  he  would  not  be  the  clerk  of 
any  board  or  committee.  Restricted  in  authority  by  the  new 
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governmental  reorganization,  he  was  nevertheless  not  wholly 
impotent.  His  chief  weapons  of  defense  were  power  to  expel 
from  the  organization  and  control  over  the  trade  journal.  In  the 
official  trade  journal  he  denounced  the  accusations  made  against 
him  as  libels  inspired  by  the  desire  of  his  enemies  to  remove  him 
from  office  and  secure  the  position  for  a  rival.  He  refused  to 
publish  any  statements  by  the  other  side.  When  one  member  of 
the  national  executive  board  persuaded  his  local  union  to  publish 
and  distribute  a  circular  containing  a  statement  of  the  board’s 
position,  the  president  suspended  the  local  society,  and  so  made 
this  member  ineligible  to  hold  office.  Several  members  of  the 
board  who  belonged  to  subordinate  branches  which  were  some¬ 
what  remiss  in  the  payment  of  assessments  were  likewise  rendered 
ineligible  by  the  suspension  of  their  local  unions.  Other  members 
of  the  board  were  removed  from  office  on  the  charge  of  failure  to 
attend  to  their  duties.  The  efforts  of  the  president  were  fruitless. 
A  special  convention  was  called,  and  this  convention  removed 
him  from  office  and  elected  his  successor. 

The  creation  of  the  executive  board  has  limited  greatly  the 
judicial  power  of  the  president.  In  more  than  fifty  of  the  one 
hundred  and  thirty  unions  he  possesses  no  judicial  power.  Only 
in  nine  organizations  can  he  discipline  the  local  unions,  such 
authority  being  reserved  to  the  general  executive  board.  To 
prevent  the  board  from  wasting  its  time  in  the  consideration  of 
unimportant  complaints,  the  president  is  frequently  given  author¬ 
ity  to  hear  appeals  of  members  from  decisions  of  local  unions,  but 
appeals  may  nearly  always  be  made  from  any  of  his  judicial  de¬ 
cisions  to  the  executive  board. 

The  executive  board  levies  assessments,  appoints  temporary 
officers  to  fill  vacancies,  and  performs  other  duties  which  were 
vested  in  the  president  in  the  early  days  of  the  older  organizations. 
The  duty  of  declaring  strikes,  which  none  of  the  older  organiza¬ 
tions  ventured  to  entrust  to  the  president,  has  been  delegated  to 
the  executive  board  by  practically  all  unions  save  the  few  which 
submit  this  question  to  popular  vote.  Perhaps  the  most  impor¬ 
tant  function  of  the  board  is  to  bring  to  trial  and  remove  officers 
for  misdemeanors  and  neglect  of  duty,  since  control  over  officers 
depends  so  largely  upon  the  ability  of  the  board  to  exercise  this 
power. 
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The  executive  committee  transacts  much  of  its  business  by 
mail  or  telegraph.  A  few  organizations  impose  fines  on  members 
of  the  board  for  failure  to  telegraph  their  decisions  on  strike  ap¬ 
plications  within  twenty-four  hours.  Nevertheless,  this  method 
of  transacting  business  causes  some  delay.  It  likewise  handicaps 
the  board  in  giving  intelligent  judgments,  since  its  members 
have  no  opportunity  to  discuss  with  one  another  the  various 
phases  of  the  problems  under  consideration.  Moreover,  the 
board  must  depend  largely  on  the  paid  officers  for  information 
concerning  questions  submitted  for  its  decision,  and  hence  it  is 
limited  in  its  ability  to  check  the  absorption  of  power  by  such 
officials. 

3.  The  American  Federation  op  Labor  —  Government  1 

The  American  Federation  of  Labor  was  formed  in  1881  in 
Pittsburgh.  I  was  elected  its  first  vice-president.  With  the  ex¬ 
ception  of  three  terms  I  have  been  president  of  the  A.  F.  of  L. 
since  that  time. 

Membership  of  the  Federation.  The  Federation  covers  prac¬ 
tically  the  whole  field  of  industry.  There  are  no  limitations  as  to 
membership.  The  only  requirement,  so  far  as  the  A.  F.  of  L.  is 
concerned,  is  that  the  organization  desiring  affiliation  shall  be 
composed  of  wage-earners. 

The  A.  F.  of  L.,  as  its  name  implies,  is  a  federation,  and  not, 
as  it  is  often  mistakenly  called,  an  organization.  It  is  a  federation 
of  organizations,  each  of  which  has  its  own  government,  deter¬ 
mined  by  its  own  needs  and  requirements,  the  result  of  the 
experiences  of  the  members  of  the  organization.  This  right  to 
self-government  was  recognized  in  the  beginning  and  has  been 
reaffirmed  and  adhered  to  as  consistently  as  possible.  The  Fed¬ 
eration  has  no  powers  except  those  which  are  authorized  and 
conceded  by  the  organizations  which  compose  it.  These  powers 
are  enumerated  in  its  written  constitution  and  the  definite  direc¬ 
tion  of  conventions. 

There  are  affiliated  to  the  A.  F.  of  L.  107  national  and  interna¬ 
tional  unions,  49  state  federations  of  labor,  855  city  central 

1  From  the  pamphlet  The  American  Labor  Movement,  Its  Make-up,  Achievements, 
and  Aspirations,  by  Samuel  Gompers,  published  by  the  American  Federation  of 

Labor. 
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bodies  or  local  federations  of  trade  unions  in  a  city  or  town,  458 
directly  affiliated  local  trade  and  federal  labor  unions  whose 
chartered  existence  will  continue  until  there  are  sufficient  numbers 
belonging  to  each  trade  or  calling  to  form  a  national  trade  organ¬ 
ization.  There  are  industrially  four  departments  for  the  more 
effective  cooperation  of  allied  trades. 

Government.  The  A.  F.  of  L.  holds  annual  conventions  which 
for  many  years  have  been  held  in  the  month  of  November.  The 
officers  of  the  Federation  consist  of  a  president,  eight  vice-presi¬ 
dents,  a  secretary,  and  a  treasurer.  These  eleven  officers  consti¬ 
tute  the  Executive  Council.  The  convention  is  the  supreme  law¬ 
making  body  of  the  Federation,  exercising  all  authority  within  the 
limitations  of  power  conceded  to  the  Federation  by  the  constituent 
or  affiliated  sovereign  organizations.  If  I  may  be  permitted  to 
draw  a  comparison,  we  modeled  our  A.  F.  of  L.  after  the  govern¬ 
ment  of  the  United  States,  both  as  to  federal  jurisdiction  within 
federal  limitations  and  state  sovereignty  with  local  prerogatives 
and  rights.  The  Federal  Government  exercises  such  powers  as 
are  conceded  to  the  United  States  by  the  various  States.  In 
the  A.  F.  of  L.  the  right  of  secession  remains  with  the  affiliated 
unions.  No  one  can  question  the  right  of  a  local  organization 
within  the  Federation  to  secede. 

Control  of  member  unions.  The  affiliated  organizations  are 
held  together  by  moral  obligation,  a  spirit  of  camaraderie,  a  spirit 
of  group  patriotism,  a  spirit  of  mutual  assistance. 

There  are  no  coercive  methods  used  by  the  A.  F.  of  L.  to  prevent 
the  withdrawal  or  secession  of  any  affiliated  organization.  The 
Western  Federation  of  Miners,  for  instance,  withdrew  from  the 
A.  F.  of  L.  about  1896.  There  were  many  efforts  and  many  sug¬ 
gestions  made  to  induce  individual  unions  belonging  to  the  West¬ 
ern  Federation  of  Miners  to  join  the  A.  F.  of  L.  as  local  unions. 
Not  only  were  these  efforts  discouraged,  but  the  proposal  was  re¬ 
pudiated. 

Similarly,  no  coercion  is  used  in  regard  to  national  organizations 
which  are  not  affiliated  to  the  A.  F.  of  L.  We  feel  that  it  is  the 
duty  of  every  wage-worker  to  belong  to  the  union  of  his  trade  or 
calling;  that  it  is  the  duty  of  the  local  union  of  a  trade  or  calling 
to  belong  to  the  national  or  international  union  of  that  trade  or 
calling;  that  it  is  equally  the  moral  duty  of  every  national  or  inter- 
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national  organization  of  bona  fide  workingmen  to  belong  to  the 
A.  F.  of  L.  But  coercive  methods  are  never  employed. 

When  an  international  union  affiliated  to  the  A.  F.  of  L.  refuses 
to  carry  out  convention  resolutions  applying  to  the  members  of 
that  trade,  the  A.  F.  of  L.  has  no  power  to  enforce  its  judgment. 
I  recall  but  one  instance  in  which  an  organization,  which  had  in 
advance  agreed  to  abide  by  the  decision  of  the  Executive  Council 
in  regard  to  a  dispute  between  it  and  two  other  organizations,  re¬ 
fused  to  abide  by  the  decision  rendered  against  it.  The  Executive 
Council  then  decided  that  the  organization’s  charter,  or  its 
chartered  relations  with  the  A.  F.  of  L.,  should  cease  upon  a  cer¬ 
tain  date.  However,  a  year  afterward  the  organization  reaffil¬ 
iated  upon  a  declaration  by  the  convention. 

All  the  actual  power  outside  of  the  moral  power  that  the  A.  F. 
of  L.  possesses  is  the  power  of  expulsion  from  membership  in  the 
Federation.  Expulsion  can  occur  only  upon  a  roll-call  vote  at  a 
convention  of  the  A.  F.  of  L.  in  which  two  thirds  of  the  votes  are 
cast  for  revocation  of  charter  or  expulsion  of  the  organization. 
The  moral  force  of  the  A.  F.  of  L.  is  the  most  effective  influence 
or  power  it  has  in  dealing  with  allied  organizations. 

The  experiences  of  the  men  in  our  movement  have  shown  one 
fact  standing  out  in  bold  relief:  that  every  movement  of  working¬ 
men  which  had  a  system  of  government  by  which  power,  force,  or 
compulsion  was  exercised  aroused  resentment,  repudiation,  and 
dissolution,  while  on  the  contrary  an  effort  which  was  controlled 
by  exerting  moral  force  upon  the  doings  of  men  and  women  has 
always  exercised  a  beneficent  influence.  In  other  words,  work¬ 
ingmen  are  just  human  beings.  When  men  and  women  are  told 
they  must  do  something  at  the  peril  of  their  organized  existence 
or  their  personal  existence,  there  is  always  aroused  in  them  a  spirit 
to  say,  “I  shall  try  to  do  the  very  opposite  to  that  which  you  have 
commanded  me  to  do.”  If  the  better  judgment  and  the  better 
feeling  of  men  are  appealed  to,  they  are  more  ready  to  do  and 
willing  to  do  the  best  that  they  can.  No  member  of  any  organ¬ 
ization  has  the  right  to  force  another  to  take  any  certain  action, 
and  no  trade  union  has  the  right  to  force  a  member  to  go  on  strike. 
The  sole  force  that  any  organization  has  is  moral. 

The  Executive  Council  of  the  A.  F.  of  L.  is  an  administrative 
-committee  for  the  purpose  of  carrying  into  effect  the  conclusions 
reached  by  the  conventions,  and  to  take  initiative  in  any  matter. 
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particularly  legislative,  upon  which  the  convention  has  not  had  an 
opportunity  to  express  itself;  to  be  helpful  in  any  and  every  way 
to  any  activity  contributing  to  the  protection,  benefit  and  welfare 
of  the  people,  particularly  the  wage-earners.  The  powers  of  the 
Executive  Council  are  set  forth  in  the  constitution. 

Growth  of  membership.  A  chart  which  was  prepared  for  the 
last  convention  contains  the  membership  of  the  organizations 
affiliated  to  the  A.  F.  of  L.  from  the  date  of  the  formation  of  the 
Federation  in  1881  up  to  and  including  1924.  You  will  observe 
in  the  chart  that  the  membership  in  1881  was  small;  that  the 
growth  up  to  1892  was  very  slow;  that  the  membership  was  then 
practically  stationary  up  to  1898;  that  in  1899  there  was  a  slight 
growth;  that  in  1900  there  was  a  still  greater  growth  which  con¬ 
tinued  until  1904,  when  there  was  a  recession.  The  report  for 
1904  was  based  upon  the  years  1903  and  1904  and  shows  the  result 
of  an  industrial  stagnation  which  existed  at  that  time.  You  will 
observe  also  that  at  times  there  has  been  a  recession  or  a  fall  in  the 
membership  of  the  affiliated  organizations,  but  that  as  a  rule  the 
membership  never  receded  substantially. 

Another  chart  submitted  in  the  same  report  illustrates  the 
relationship  of  the  various  affiliated  organizations  to  the  A.  F. 
of  L.  This  chart  shows  that  the  integral  part,  the  key,  the  heart 
of  the  Federation  is  the  national  or  international  union.  The 
sovereign  national  and  international  unions  are  the  primary  ele¬ 
ments.  The  four  departments  were  created  for  the  mutual  pro¬ 
tection,  the  advancement  of  the  individual  trades  or  callings  of 
the  industries  interested  in  the  departments.  The  chart  as  made 
up  illustrates  the  ligaments,  the  heartstrings,  we  might  say,  of  the 
Federation.  The  membership  of  the  organizations  affiliated  to 
the  A.  F.  of  L.  is  composed  of  adults,  chiefly  men,  but  there  are 
some  women.  If  you  allow  five  to  a  family  it  is  only  fair  to 
assume  that  associated  and  identified  with  the  A.  F.  of  L.  we  have 
about  15,000,000. 

4.  Constitution  of  the  American  Federation  of  Labor 

Preamble 

Whereas,  A  struggle  is  going  on  in  all  the  nations  of  the  civilized 
world  between  the  oppressors  and  the  oppressed  of  all  countries, 
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Relationship  of  Affiliated  Organizations  to  the  American 
Federation  of  Labor 


a  struggle  between  the  capitalist  and  the  laborer,  which  grows  in 
intensity  from  year  to  year,  and  will  work  disastrous  results  to 
the  toiling  millions  if  they  are  not  combined  for  mutual  protec¬ 
tion  and  benefit. 

It,  therefore,  behooves  the  representatives  of  the  Trade  and 
Labor  Unions  of  America,  in  convention  assembled,  to  adopt  such 
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measures  and  disseminate  such  principles  among  the  mechanics 
and  laborers  of  our  country  as  will  permanently  unite  them  to 
secure  the  recognition  of  rights  to  which  they  are  justly  entitled. 

We,  therefore,  declare  ourselves  in  favor  of  the  formation  of  a 
thorough  Federation,  embracing  every  Trade  and  Labor  Organ¬ 
ization  in  America,  organized  under  the  Trade  Union  system. 

Constitution 
Article  I.  —  Name 

This  association  shall  be  known  as  The  American  Federation 
of  Labor,  and  shall  consist  of  such  Trade  and  Labor  Unions  as 
shall  conform  to  its  rules  and  regulations. 

Article  II.  —  Objects 

Section  i.  The  object  of  this  Federation  shall  be  the  encour¬ 
agement  and  formation  of  local  Trade  and  Labor  Unions,  and 
the  closer  federation  of  such  societies  through  the  organization  of 
Central  Trade  and  Labor  Unions  in  every  city,  and  the  further 
combination  of  such  bodies  into  State,  Territorial,  or  Provincial 
organizations  to  secure  legislation  in  the  interest  of  the  working 
masses. 

Section  2.  The  establishment  of  National  and  International 
Trade  Unions,  based  upon  a  strict  recognition  of  the  autonomy 
of  each  trade,  and  the  promotion  and  advancement  of  such  bodies. 

Section  3.  The  establishment  of  Departments  composed  of 
National  or  International  Unions  affiliated  with  the  American 
Federation  of  Labor,  of  the  same  industry,  and  which  Depart¬ 
ments  shall  be  governed  in  conformity  with  the  laws  of  the 
American  Federation  of  Labor. 

Section  4.  An  American  Federation  of  all  National  and  Inter¬ 
national  Trade  Unions,  to  aid  and  assist  each  other;  to  aid  and 
encourage  the  sale  of  union  label  goods,  and  to  secure  legislation 
in  the  interest  of  the  working  people,  and  influence  public  opinion, 
by  peaceful  and  legal  methods,  in  favor  of  organized  labor. 

Section  5.  To  aid  and  encourage  the  labor  press  of  America. 

Article  III.  —  Convention 

Section  3.  The  following  committees  consisting  of  fifteen 
members  each,  shall  be  appointed  by  the  President:  First,  Rules 
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and  Order  of  Business;  second,  Report  of  Executive  Council;  third, 
Resolutions;  fourth,  Laws;  fifth,  Organization;  sixth,  Labels; 
seventh,  Adjustment;  eighth,  Local  and  Federated  Bodies;  ninth, 
Education;  tenth,  State  Organizations;  eleventh,  Boycotts; 
twelfth,  Building  Trades  (to  which  shall  be  referred  all  griev¬ 
ances  and  other  matters  pertaining  exclusively  to  the  building 
trades) . 

Section  8.  Party  politics,  whether  they  be  Democratic,  Re¬ 
publican,  Socialistic,  Populistic,  Prohibition,  or  any  other,  shall 
have  no  place  in  the  Conventions  of  the  American  Federation  of 
Labor. 


Article  IV.  —  Representation 

Section  i.  The  basis  of  representation  in  the  Convention  shall 
be:  From  National  and  International  Unions,  for  less  than  four 
thousand  members,  one  delegate;  four  thousand  or  more,  two 
delegates;  eight  thousand  or  more,  three  delegates;  sixteen  thou¬ 
sand  or  more,  four  delegates;  thirty-two  thousand  or  more,  five 
delegates,  and  so  on.  From  Central  Bodies,  State  Federations, 
National  Departments,  Federal  Labor  Unions,  and  Local  Unions 
having  no  National  or  International  Union,  one  delegate;  pro¬ 
vided  however,  that  Local  Unions  and  Federal  Labor  Unions  here¬ 
in  referred  to,  located  in  one  city,  shall  have  the  right  to  unite  in 
sending  a  delegate  to  represent  them  unitedly.  Only  bona  fide 
wage-workers  who  are  not  members  of,  or  eligible  to  membership 
in,  other  Trade  Unions,  shall  be  eligible  as  delegates  from  Federal 
Labor  Unions. 


Article  V.  —  Officers 

Section  i.  The  officers  of  the  Federation  shall  consist  of  a 
President,  eight  Vice-Presidents,  a  Secretary,  and  a  Treasurer, 
to  be  elected  by  the  Convention  on  the  last  day  of  the  session, 
and  these  officers  shall  be  the  Executive  Council. 

Section  2.  The  President  and  Secretary  shall  be  members  of 
the  succeeding  Convention  in  case  they  are  not  delegates,  but 
without  vote. 

Section  3.  All  elective  officers  shall  be  members  of  a  local  or¬ 
ganization  connected  with  the  American  Federation  of  Labor. 

Section  4.  The  terms  of  the  officers  of  the  American  Fedora- 
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tion  of  Labor  shall  expire  on  the  first  day  of  August  succeeding 
the  Convention. 

Section  5.  The  President  and  Secretary  shall  engage  suitable 
offices  in  the  same  building  at  Washington,  D.C.,  for  the  transac¬ 
tion  of  the  business  of  the  organization. 

Section  6.  All  books  and  financial  accounts  shall  at  all  times 
be  open  to  the  inspection  of  the  President  and  Executive  Council. 

Article  IX.  —  Executive  Council 

Section  i.  It  shall  be  the  duty  of  the  Executive  Council  to 
watch  legislative  measures  directly  affecting  the  interests  of 
working  people,  and  to  initiate,  whenever  necessary,  such  legis¬ 
lative  action  as  the  Convention  may  direct. 

Section  2.  The  Executive  Council  shall  use  every  possible 
means  to  organize  new  National  or  International  Trade  or  Labor 
Unions,  and  to  organize  Local  Trade  and  Labor  Unions,  and  con¬ 
nect  them  with  the  Federation  until  such  time  as  there  is  a  suffi¬ 
cient  number  to  form  a  National  or  International  Union,  when 
it  shall  be  the  duty  of  the  President  of  the  Federation  to  see 
that  such  organization  is  formed. 

Section  3.  When  a  National  or  International  Union  has  been 
formed,  the  President  shall  notify  all  Local  Unions  of  that  trade 
to  affiliate  with  such  National  or  International  Union,  and  unless 
said  notification  be  complied  with,  within  three  months,  their 
charters  shall  be  revoked. 

Section  5.  While  we  recognize  the  right  of  each  trade  to  man¬ 
age  its  own  affairs,  it  shall  be  the  duty  of  the  Executive  Council 
to  secure  the  unification  of  all  labor  organizations,  so  far  as  to  as¬ 
sist  each  other  in  any  trade  dispute. 

Section  6.  Whenever  the  revenue  of  the  Federation  shall 
warrant  such  action,  the  Executive  Council  shall  authorize  the 
sending  out  of  Trade  Union  speakers  from  place  to  place  in  the 
interests  of  the  Federation. 

Section  10.  All  Local  Trade  Unions  and  Federal  Labor  Unions 
holding  charters  direct  from  the  American  Federation  of  Labor, 
desiring  the  assistance  of  the  American  Federation  of  Labor  in 
trade  disputes,  shall  submit  to  the  President  of  the  American 
Federation  of  Labor  for  approval  by  the  Executive  Council  the 
full  statement  of  the  grievance,  and  shall  receive  within  twenty 
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(20)  days  from  the  President  an  answer  as  to  whether  they  will 
be  sustained  or  not,  and  no  benefits  shall  be  paid  where  a  strike 
takes  place  before  the  Local  Union  has  received  the  approval  ol 
the  Executive  Council. 

Article  X.  —  Revenue 

Section  i.  The  revenue  of  the  Federation  shall  be  derived 
from  a  per  capita  tax  to  be  paid  upon  the  full  paid-up  member¬ 
ship  of  all  affiliated  bodies,  as  follows:  From  International  or 
National  Trade  Unions,  a  per  capita  tax  of  one  cent  per  member 
per  month;  from  Local  Trade  Unions  and  Federal  Labor  Unions, 
twenty  cents  per  member  per  month,  five  cents  of  which  must  be 
set  aside  to  be  used  only  in  case  of  strike  or  lockout;  Local  Unions, 
the  majority  of  whose  members  are  less  than  eighteen  (18)  years 
of  age,  two  cents  per  member  per  month;  from  Central  and  State 
bodies,  $10  per  year,  payable  quarterly. 

Article  XI.  —  Local  Central  Bodies 

Section  7.  No  Central  Labor  Union,  or  other  central  body  of 
delegates,  shall  have  authority  or  power  to  originate  a  boycott, 
nor  shall  such  bodies  indorse  and  order  the  placing  of  the  name 
of  any  person,  firm,  or  corporation  on  an  unfair  list  until  the  Local 
Union  desiring  the  same  has,  before  declaring  the  boycott,  sub¬ 
mitted  the  matter  in  dispute  to  the  Central  Body  for  investiga¬ 
tion,  and  the  best  endeavors  on  its  part  to  effect  an  amicable 
settlement.  Violation  of  this  section  shall  forfeit  charter. 

Article  XIII.  —  Defense  Fund  for  Local  Trade  and  Federal 

Labor  Unions 

Section  i.  The  money  of  the  defense  fund  shall  be  drawn  only 
to  sustain  strikes  or  lockouts  of  Local  Trade  and  Federal  Labor 
Unions  when  such  strikes  or  lockouts  are  authorized,  indorsed, 
and  conducted  in  conformity  with  the  following  provisions  of  this 
Article : 

Section  2.  In  .the  event  of  a  disagreement  between  a  Local 
Union  and  an  employer  which,  in  the  opinion  of  the  Local  Union, 
may  result  in  a  strike,  such  Union  shall  notify  the  President  of 
the  American  Federation  of  Labor,  who  shall  investigate,  or  cause 
an  investigation  to  be  made  of  the  disagreement,  and  endeavor  to 
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adjust  the  difficulty.  If  his  efforts  should  prove  futile,  he  shall 
take  such  steps  as  he  may  deem  necessary  in  notifying  the  Execu¬ 
tive  Council,  and  if  the  majority  of  said  Council  shall  decide  that 
a  strike  is  necessary,  such  Union  shall  be  authorized  to  order  a 
strike,  but  that  under  no  circumstances  shall  a  strike  or  lockout 
be  deemed  legal,  or  moneys  expended  from  the  defense  fund  on 
that  account,  unless  the  strike  or  lockout  shall  have  been  first 
authorized  and  approved  by  the  President  and  Executive  Council. 

Section  3.  When  a  strike  has  been  authorized  and  approved 
by  the  President  and  Executive  Council,  the  President  of  the 
Local  Union  interested  shall,  within  twenty-four  hours,  call  a 
meeting  of  said  Union,  of  which  every  member  shall  be  regularly 
notified,  to  take  action  thereon,  and  no  member  shall  vote  on  such 
question  unless  he  is  in  good  standing.  Should  three  fourths  of 
the  members  present  decide,  by  secret  ballot,  on  a  strike,  the 
president  of  the  Local  Union  shall  immediately  notify  the  Presi¬ 
dent  of  the  American  Federation  of  Labor  of  the  cause  of  the 
matter  in  dispute;  what  the  wages,  hours,  and  conditions  of  labor 
then  are;  what  advances,  if  any,  are  sought;  what  reductions  are 
offered,  if  any;  state  the  number  employed  and  unemployed;  the 
state  of  trade  generally  in  the  locality,  and  the  number  of  persons 
involved,  union  and  non-union;  also  the  number  of  members  who 
would  become  entitled  to  the  benefits  therein  provided  should  the 
application  be  authorized  and  approved. 

Section  4.  No  Local  shall  be  entitled  to  benefit  from  the  de¬ 
fense  fund  unless  it  has  been  in  continuous  good  standing  for  one 
year;  and  no  member  shall  be  entitled  to  benefit  from  said  defense 
fund  unless  he  has  been  a  member  in  good  standing  in  the  Ameri- , 
can  Federation  of  Labor  for  at  least  one  year. 

Section  5.  When  a  strike  has  been  inaugurated  under  the  pro¬ 
visions  of  Sections  2  and  3,  the  American  Federation  of  Labor 
shall  pay  to  the  bonded  officer  of  the  Union  involved,  or  his  order, 
for  a  period  of  six  weeks,  an  amount  equal  to  six  ($6)  dollars  per 
week  for  each  member.  Each  Local  Union  shall  require  its  treas¬ 
urer  to  give  proper  bond  for  the  safe-keeping  and  disbursement  of 
all  funds  of  the  Local.  No  benefit  shall  be  paid  for  the  first  two 
weeks  of  the  strike.  The  Executive  Council  shall  have  the  power 
to  authorize  the  payment  of  strike  benefits  for  an  additional 
period. 
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Section  6.  No  member  of  a  Local  Union  on  strike  shall  be 
entitled  to  weekly  benefits  unless  he  reports  daily  to  the  proper 
officer  of  the  Local  Union  while  the  strike  continues,  and  no  mem¬ 
ber  who  shall  receive  a  week’s  work,  three  days  to  be  a  week,  shall 
receive  benefits.  Any  member  refusing  other  work  while  on 
strike  (providing  said  work  is  not  in  conflict  with  labor’s  interests) 
shall  not  be  entitled  to  any  benefits. 

Section  7.  Any  Union  inaugurating  a  strike  without  the 
approval  of  the  Executive  Council  shall  not  receive  benefits  on 
account  of  said  strike. 

Section  8.  In  case  of  lockout  or  the  victimization  of  members, 
the  Executive  Council  shall  have  power  to  pay  benefits  if,  upon 
investigation,  it  is  found  that  the  Local  Union  whose  members 
are  involved  did  not  by  their  actions  or  demands  provoke  the 
lockout  by  their  employers. 

Section  9.  During  the  continuance  of  a  strike  the  executive 
board  of  the  Local  Union  shall  make  weekly  reports  to  the  Secre¬ 
tary  of  the  American  Federation  of  Labor,  showing  the  amount  of 
money  distributed  for  benefits,  and  to  whom  paid,  furnishing 
individual  receipts  to  the  Secretary  of  the  American  Federation 
of  Labor  from  all  members  to  whom  such  benefits  have  been  paid, 
and  all  other  facts  that  may  be  required. 

Section  10.  Before  a  strike  shall  be  declared  off  a  special  meet¬ 
ing  of  the  Union  shall  be  called  for  that  purpose  and  it  shall  re¬ 
quire  a  majority  vote  of  all  members  present  to  decide  the  ques¬ 
tion  either  way. 

Section  i i.  In  the  event  of  the  defense  fund  becoming  danger¬ 
ously  low  through  protracted  strike  or  lockout,  the  Executive 
Council  of  the  American  Federation  of  Labor  shall  have  the  power 
to  levy  an  assessment  of  ten  cents  on  each  member  of  Local  Trade 
and  Federal  Labor  Unions,  assessments  to  be  restricted  to  not 
more  than  five  per  year;  and  further,  that  there  shall  always  be  a 
surplus  of  five  thousand  ($5000)  dollars  in  the  defense  fund. 

Article  XV.  —  General  Rules  Governing  Departments  of 
the  American  Federation  of  Labor 

Section  1.  For  the  greater  development  of  the  labor  move¬ 
ment  departments  subordinate  to  the  American  Federation  of 
Labor  are  to  be  established  from  time  to  time  as  in  the  judgment 
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of  the  American  Federation  of  Labor,  or  of  its  Executive  Council, 
may  be  deemed  advisable.  Each  department  is  to  manage  and 
finance  its  own  affairs. 

5.  Policies  of  the  American  Federation  of  Labor  1 
Hours.  The  A.  F.  of  L.  is  in  favor  of  a  shorter  workday,  and  a 
progressive  decrease  of  working  hours  in  keeping  with  the  develop¬ 
ment  of  machinery  and  the  use  of  productive  forces.  The  Feder¬ 
ation  has  recognized  the  need  for  greater  opportunities  and  more 
time  for  rest,  leisure,  and  cultivation  among  the  workers.  It 
favors  a  rest  of  not  less  than  a  day  and  a  half  in  each  week.  We 
insist  upon  one  entire  day  of  rest  in  each  week.  I  may  say  that  it 
was  my  great  pleasure  to  have  been  president  of  the  New  York 
State  Federation  of  Labor  when  the  Legislature  of  the  State  of 
New  York  enacted  the  first  law  in  the  United  States  making 
Saturday  afternoon  a  legal  holiday. 

The  A.  F.  of  L.  favors  fixing  maximum  hours  of  work  for  chil¬ 
dren,  minors,  and  women.  It  does  not  favor  a  legal  limitation 
of  the  workday  for  adult  men  workers.  The  unions  have  very 
largely  established  the  shorter  workday  by  their  own  initiative, 
power,  and  influence;  they  have  done  it  for  themselves.  The 
A.  F.  of  L.  is  opposed  to  limiting,  by  legal  statutory  authority, 
the  hours  of  work  for  men  in  private  industries.  The  A.  F.  of  L. 
has  apprehensions  as  to  the  wisdom  of  placing  in  the  hands  of  the 
Government  additional  powers  which  may  be  used  to  the  detri¬ 
ment  of  the  working-people.  It  particularly  opposes  this  policy 
when  the  things  can  be  done  by  the  workmen  themselves. 

It  is  in  favor  of  a  uniform  shorter  workday  and  would  en¬ 
courage  and  help  affiliated  organizations  to  secure  it  by  collective 
bargaining  and  other  methods  employed  by  labor  unions.  For 
instance,  the  International  Typographical  Union  undertook  such 
a  move.  It  gave  employers  more  than  a  year’s  notice  that  after 
a  certain  day  they  would  not  work  longer  than  eight  hours  a  day. 
Almost  immediately  a  large  number  of  employers  acceded  to  the 
request,  others  refused.  The  men  struck.  Covering  a  period  of 
more  than  a  year,  employees  and  individual  firms  came  to  agree¬ 
ments  providing  for  the  eight-hour  day  and  its  enforcement,  until 

1  Excerpts  from  a  pamphlet  by  Samuel  Gompers,  “  Policies  of  the  A.  F.  of  L.,” 
published  by  the  American  Federation  of  Labor. 
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finally  the  eight-hour  day  has  been  accomplished,  not  only  for 
the  printers,  but  generally  for  all  those  employed  in  the  printing 
trades. 

It  did  not  require  any  law  for  the  printers  to  secure  the  eight- 
hour  day,  nor  for  the  granite-cutters,  nor  for  the  Cigar-Makers’ 
International,  to  which  I  have  the  honor  to  belong.  There  was 
no  law  establishing  the  eight-hour  day  in  the  building  trades,  nor 
in  any  other  trades  which  now  enjoy  it.  The  A.  F.  of  L.  at  various 
annual  conventions,  as  early  as  1884  adopted  resolutions  approv¬ 
ing  the  movement  for  an  eight-hour  day  and  cooperated  with  the 
various  affiliated  organizations  for  its  attainment. 

It  is  necessary,  however,  for  the  organizations  themselves  to 
take  the  initiative.  For  instance,  in  1888,  when  the  A.  F.  of  L. 
again  took  up  the  movement  to  encourage  the  inauguration  of  a 
shorter  workday,  the  Executive  Council  was  authorized  by  the 
Convention  to  concentrate  its  energies  in  helping  any  organiza¬ 
tion  making  application  to  be  selected  to  conduct  a  special  eight- 
hour  movement.  The  carpenters’  organization  was  among  the 
organizations  then  making  the  application,  and  was  selected  by 
the  Executive  Council  to  make  the  fight. 

The  organized  labor  movement  of  Colorado  and  Utah,  repre¬ 
sented  by  the  United  Mine  Workers  and  the  Western  Federation 
of  Miners,  has  been  very  active  in  establishing  by  legislation  a 
minimum  workday  of  eight  hours.  The  Federation  has  not  taken 
any  position  in  regard  to  this  legislation,  but  I  think,  if  called 
upon  to  approve  a  course,  would  say  that  those  organizations 
acted  within  their  rights.  We  would  not  deny  their  right  to  that 
line  of  action,  although  it  arouses  oUr  apprehensions.  The  fact  of 
the  matter  is  that  some  men  unconsciously  and  with  the  best  of 
intentions  grant  others  the  opportunity  to  rivet  chains  on  their 
wrists. 

The  A.  F.  of  L.  encourages  the  practice  of  its  various  affiliated 
organizations  in  endeavoring  to  secure  a  shorter  workday  by 
means  of  collective  agreements  with  employers  in  the  various 
industries,  but  it  opposes  reaching  the  same  result  by  means  of  a 
law  binding  upon  all  employers  in  a  given  State,  or  throughout 
the  Union.  If  there  were  a  movement  and  a  possibility  of  estab¬ 
lishing  an  eight-hour  workday  and  a  minimum  wage  by  legal 
enactment  throughout  the  land,  the  Federation  would  oppose 
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such  policies,  because  it  has  in  a  large  measure  accomplished  the 
same  purposes  and  will  accomplish  them  by  the  initiative  of  the 
associations  or  the  organizations  and  by  the  grit  and  courage  of 
the  manhood  and  womanhood  of  the  men  and  women  of  the  A.  F. 
of  L.  That  these  results  have  been  accomplished  through  the 
initiative  and  voluntary  association  of  the  workers  precludes  the 
question  of  having  legal  enactment  for  the  same  purpose.  In 
addition,  the  giving  of  jurisdiction  to  government  and  to  govern¬ 
mental  agencies  is  always  dangerous  when  it  comes  to  governing 
the  working-people. 

Opposed  to  minimum  wages.  The  A.  F.  of  L.  is  not  in  favor  of 
fixing,  by  legal  enactment,  certain  minimum  wages.  The  at¬ 
tempts  of  the  Government  to  establish  wages  at  which  workmen 
may  work,  according  to  the  teachings  of  history  will  result  in  a 
long  era  of  industrial  slavery.  There  was  a  time  in  English  his¬ 
tory  when  the  Government  and  the  courts  in  quarter  sessions 
established  wages.  During  periods  when  there  was  a  dearth  of 
workmen  and  employers  offered  higher  wages,  both  the  workmen 
and  employers  were  brought  into  court  and  punished  by  imprison¬ 
ment  and  physical  mutilation  because  the  one  asked,  received,  or 
demanded,  and  the  other  was  willing  to  offer,  or  did  pay,  higher 
wages. 

There  is  now  a  current  movement  to  increase  wages  by  a  pro¬ 
posal  to  determine  a  minimum  wage  by  political  authorities.  It 
is  a  maxim  in  law  that  once  a  court  is  given  jurisdiction  over  an 
individual  it  has  the  power,  the  field,  and  authority  to  exercise 
that  jurisdiction.  “I  fear  the  Greeks  even  when  they  bear 
gifts.”  An  attempt  to  entrap  the  American  workmen  into  a 
species  of  slavery,  under  guise  of  an  offer  of  this  character,  is 
resented  by  the  men  and  women  of  the  American  trade-union 
movement. 

When  the  question  of  fixing,  by  legal  enactment,  minimum 
wages  for  women  was  before  the  Executive  Council  of  the  A.  F.  of 
L.  for  investigation  and  discussion,  and  subsequently  before  the 
Convention  of  the  A.  F.  of  L.,  there  was  a  great  diversity  of  views. 
I  am  betraying  no  confidence  when  I  say  that.  The  official  de¬ 
cision  of  the  Convention  was  that  the  subject  was  worthy  of 
further  discussion  and  consideration.  In  my  judgment  the  pro¬ 
posal  to  establish  by  law  a  minimum  wage  for  women,  though  well 
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meant,  is  a  curb  upon  the  rights,  the  natural  development,  and  the 
opportunity  for  development  of  the  women  employed  in  the  in¬ 
dustries  of  our  country. 

If  the  legislature  should  once  fix  a  minimum  wage  it  would 
have  the  opportunity  to  use  the  machinery  of  the  State  to  enforce 
work  at  that  rate  whether  the  workers  desired  to  render  services 
or  not.  I  am  very  suspicious  of  the  activities  of  governmental 
agencies.  I  apprehend  that  once  the  State  is  allowed  to  fix  a 
minimum  rate,  the  State  would  also  take  the  right  to  compel  men 
or  women  to  work  at  that  rate.  I  have  some  apprehension  that 
if  the  legislature  were  allowed  to  establish  a  maximum  workday 
it  might  also  compel  workmen  to  work  up  to  the  maximum 
allowed.  I  ought  to  say,  however,  that  I  am  in  favor  of  the  legal 
enactment  fixing  the  maximum  hours  of  labor  for  all  workmen  in 
direct  Government  employment  and  for  those  who  work  for 
contractors  substituted  for  governmental  authority. 

The  full  value  of  production  does  not  go  to  the  actual  working¬ 
men  to-day.  A  portion  goes  to  investment,  superintendence, 
agencies  for  the  creation  of  wants  among  people,  and  many  other 
things.  Some  of  these  are  legitimate  factors  in  industry  entitled 
to  reward,  but  many  of  them  should  be  eliminated.  The  legiti¬ 
mate  factors  are  superintendency,  the  creation  of  wants,  admin¬ 
istration,  returns  for  investment  in  so  far  as  it  is  honest  invest¬ 
ment  and  does  not  include  watered  stock  or  inflated  holdings. 

Whether  or  not  dividends  should  be  paid  as  an  incident  to  stock 
ownership,  regardless  of  the  personal  services  performed,  the 
activity  or  inactivity  of  the  owner  of  the  stock,  depends  altogether 
upon  whether  the  investment  is  an  honest  one.  An  honest  in¬ 
vestment  is  an  honest  actual  physical  investment.  I  am  out  of 
harmony  with  and  opposed  to  the  manipulation  of  stocks  and  of 
the  stock  market  and  all  manner  of  speculation.  I  will  do  what¬ 
ever  I  can  to  eliminate  speculation  involved  in  stocks  and  the 
fundamentals  of  stock  jobbery  and  stock  sales.  The  vast  sums 
of  money  paid  annually  in  dividends  on  stocks  and  interest  on 
bonds  by  corporations  managing  and  operating  important  in¬ 
dustries  constitute  a  very  large  proportion  of  the  incomes  from 
these  industries.  This  is  an  unfair  distribution  of  the  incomes 
from  industries.  The  owners,  stockholders,  or  bondholders  of 
modern  corporations  receive  from  this  distribution  an  unearned 
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income  which  is  taken  from  the  product  of  the  labor  of  those  who 
produce  it. 

Struggle  with  employers.  The  efforts  of  the  American  labor 
movement  to  secure  a  larger  share  of  the  income  are  directed 
against  all  who  illegitimately  stand  between  the  workers  and  the 
attainment  of  a  better  life.  This  class  includes  all  who  have  not 
made  honest  investment  in  honest  enterprises.  Employers, 
capitalists,  stockholders,  bondholders  —  the  capitalist  class  gen¬ 
erally  —  oppose  the  efforts  of  the  workers  in  the  A.  F.  of  L.  and  in 
other  organizations  to  obtain  a  larger  share  of  the  product.  Very 
much  of  the  opposition  to  the  efforts  of  the  working-people  to 
secure  improved  conditions  has  come  from  those  who  obtain  what 
may  be  called  an  unearned  share  in  the  distribution.  The  bene¬ 
ficiaries  of  the  present  system  of  distribution  desire  to  retain  as 
much  as  possible  of  their  present  share  or  to  increase  that  pro¬ 
portion.  But  an  additional  reason  that  leads  to  opposition  is 
that  there  are  employers  who  live  in  the  twentieth  century,  yet 
who  have  the  mental  outlook  of  the  sixteenth  century  in  their 
attitude  toward  the  working-people,  and  who  still  imagine  that 
they  are  “masters  of  all  they  survey.”  These  employers  think 
that  any  attempts  upon  the  part  of  the  working-people  to  secure 
improvements  in  their  condition  is  a  spirit  of  rebellion  that  must 
be  frowned  down.  But  we  organized  workers  have  found  that 
after  we  have  had  some  contests  with  employers,  whether  we  have 
won  the  battle  or  lost  it,  if  we  but  maintain  our  organization  there 
is  less  difficulty  thereafter  in  reaching  a  joint  agreement  or  a  col¬ 
lective  bargain  involving  improved  conditions  of  the  workers. 

The  stronger  the  organization  of  the  workers  the  greater  the 
likelihood  of  their  securing  concessions.  These  concessions  are 
not  altogether  because  of  the  strength  shown  by  the  employees, 
but  result  in  part  from  the  changed  attitude  of  the  employer. 

An  employer  changes  his  policy  when  he  is  convinced  that  the 
workingmen  have  demonstrated  that  they  have  a  right  to  a 
vote  in  determining  questions  affecting  the  relations  between 
themselves  and  their  employers.  For  instance,  this  was  demon¬ 
strated  in  the  case  of  the  late  Mr.  Baer,  who,  as  may  be  recalled, 
once  declared  that  he  would  not  speak  with  nor  confer  with  the 
representative  of  the  miners  or  any  one  who  stood  for  them; 
that  he  and  his  associates  were  the  “trustees  of  God”  in  the 
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administration  of  their  property  and  in  taking  care  of  the  rights 
and  interests  of  the  working-people.  He,  as  well  as  many  other 
employers,  lived  to  revise  his  judgment  and  to  see  the  necessity 
of  making  agreements  with  workers. 

Because  employers  as  a  class  are  interested  in  maintaining  or 
increasing  their  share  of  the  general  product  and  because  the 
workers  are  determined  to  demand  a  greater  and  ever  greater 
share  of  this  same  general  product,  the  economic  interests  be¬ 
tween  these  two  are  not  harmonious.  Upon  this  point  I  have 
been  repeatedly  misrepresented  bv  socialist  writers  and  orators 
whose  frequent  repetitions  of  that  misrepresentation  have  finally 
convinced  them  of  the  truth  of  their  assertion.  No  amount  of 
emphatic  repudiation  of  that  statement,  no  matter  how  often 
that  repudiation  and  denial  have  been  expressed,  has  secured  a 
change  in  the  assertion  that  my  position  was  contrary  to  the  one 
I  have  just  stated. 

From  my  earliest  understanding  of  the  conditions  that  prevail 
in  the  industrial  world,  I  have  been  convinced  and  I  have  asserted 
that  the  economic  interests  of  the  employing  class  and  those  of 
the  working  class  are  not  harmonious.  That  has  been  my  posi¬ 
tion  ever  since  —  never  changed  in  the  slightest.  There  are 
times,  when,  for  temporary  purposes,  interests  are  reconcilable; 
but  they  are  temporary  only. 

When  a  fair  and  reasonable  opportunity  presents  itself  for 
continued  improvement  in  the  conditions  of  the  workers,  the 
movement  of  the  workers  must  necessarily  go  on  and  will  go 
on.  It  will  not  be  dominated  by  the  so-called  intellectuals  or 
butters-in.  The  working-class  movement  to  be  most  effective 
must  be  conducted  by  the  workers  themselves.  It  is  conducted 
by  the  working-people  in  the  interests  of  the  working-people.  It 
is  conducted  against  those  who  stand  in  the  way,  hostile  to  the 
advancement  of  conditions  for  the  working-people.  It  is  con¬ 
ducted  against  those  employers  whoever  they  may  be  —  the 
employers  who  refuse  to  understand  modern  industrial  conditions 
and  the  constant  need  for  the  advancement  of  the  working-people 
and  who  refuse  to  accede  to  the  demands  of  the  workers. 

All  the  demands  upon  employers  are  not  made  by  organized 
labor.  There  are  frequently  demands  made  by  workingmen 
and  working-women  who  are  unorganized  and  who  then  become 
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organized  after  they  have  made  their  demands.  The  number  of 
employers  who  refuse  to  accede  to  labor’s  demands  is  growing 
smaller  and  smaller.  As  a  matter  of  fact,  there  are  more  em¬ 
ployers  to-day  who  live  under  collective  bargains  with  their 
organized  employees  than  at  any  other  time  in  the  history  of  the 
industrial  world. 

In  the  initial  stages  of  the  altered  relations  between  workers 
and  employees  improvements  are  forced  upon  the  employers  by 
collective  bargains,  strikes,  and  boycotts.  Later  there  is  a 
realization  upon  the  part  of  the  employers  that  it  is  more  costly 
to  enter  into  long  strikes  and  lockouts  than  to  concede  conditions 
without  interrupting  the  industry.  As  the  vision  and  the  under¬ 
standing  of  the  employer  change,  his  attitude  toward  his  workmen 
and  the  relations  between  employer  and  workers  also  change,  so 
that  the  sentiments  and  views  of  employers  are  often  in  entire 
accord  with  those  of  the  organizations  of  working-people. 

However,  the  gains  made  by  the  organized  labor  movement  in 
this  country  have  generally  been  wrung  from  the  employing 
classes.  What  the  workingmen  of  America  have  obtained  in  im¬ 
proved  conditions,  higher  wages,  shorter  hours  of  labor,  was  not 
handed  to  them  on  a  silver  platter.  They  have  had  to  organize, 
they  have  had  to  show  their  teeth,  they  have  had  to  strike,  they 
have  had  to  go  hungry  and  to  make  sacrifices  in  order  to  impress 
upon  the  employers  their  determination  to  be  larger  sharers  in 
the  products  of  labor. 

There  are  some  exceptions  to  the  general  rule  that  the  achieve¬ 
ments  of  the  American  labor  movement  have  been  accomplished 
by  the  organized  struggle  of  the  workers  against  their  employers. 
One  instance  is  that  of  the  coal  miners.  In  their  first  strike  in 
1897,  not  three  per  cent  of  them  were  organized.  Yet  upon  the 
initiative  of  the  union  and  the  recommendation  of  the  officers  of 
the  A.  F.  of  L.  a  movement  was  inaugurated  to  present  a  scale  to 
the  mine  operators  in  the  bituminous  fields  and  to  state  that 
unless  the  proposed  increase  in  wages  and  other  conditions  were 
granted  upon  a  certain  day,  there  would  come  a  call  urging  all  the 
miners  to  lay  down  their  tools. 

The  employers,  realizing  the  unorganized  conditions  of  the 
miners,  never  for  a  moment  imagined  that  the  small  union  would 
have  any  influence  upon  their  so-called  “independent  working-. 
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men  ”  who  were  really  workingmen  over  whom  they  had  exercised 
domination  for  a  long  time.  Though  unorganized,  the  miners 
responded.  There  was  among  them  the  group  patriotism  to 
which  I  referred  in  the  early  part  of  my  testimony  —  a  group 
patriotism,  a  camaraderie ,  an  understanding  of  their  common 
interests.  They  received  the  assistance  of  their  fellow  workers 
in  other  industries  and  the  full  assistance  of  the  A.  F.  of  L.  The 
movement  proved  to  be  the  initial  step  in  the  regeneration  of  the 
miners.  They  finally  won  and  established  the  eight-hour  day, 
the  right  to  purchase  their  necessities  wherever  they  chose,  the 
right  to  act  like  all  ordinary  citizens.  The  spirit  and  influence  of 
that  movement  spread  until  they  reached  the  anthracite  coal 
fields,  extended  beyond  West  Virginia  into  the  competitive  fields 
of  bituminous  coal  mine  operation  in  many  other  States. 

In  their  struggle  to  obtain  lasting  improvements  the  workers 
have  occasionally  been  aided  by  employers  whose  interests  for  the 
time  being  were  identified  with  theirs.  For  it  sometimes  occurs 
that  the  competitive  interests  of  employers  may  impel  some  of 
them  to  aid  the  workingmen  in  the  establishment  of  what  have 
become  known  as  standardized  conditions  of  the  trade  —  the 
minima  of  standardization.  Such  assistance  is  only  an  incident 
in  the  struggle,  of  which  the  workers  take  advantage. 

On  the  whole,  the  A.  F.  of  L.  recognizes  that  the  struggle  for 
improvement  in  the  conditions  of  the  workers  is  the  struggle  of 
the  workers  themselves.  The  unions  affiliated  to  the  A.  F.  of  L. 
and  the  A.  F.  of  L.  in  dealing  with  directly  affiliated  locals  do  not 
permit  employers  to  become  members  of  the  unions.  I  know  of 
no  means  of  harmonizing  in  full  the  interests  of  employers  and 
workers. 

Pensions.  The  A.  F.  of  L.  favors  a  system  of  non-contributing 
old-age  pensions  for  workers  who  have  reached  a  certain  age,  to 
be  established  by  legal  enactment  and  maintained  by  govern¬ 
mental  machinery.  The  Federation  favors  a  general  system  of 
state  insurance  against  sickness,  disability,  and  accidents.  It  has 
not  endorsed  state  insurance  of  unemployment.  In  regard  to 
the  problem  of  unemployment  the  Federation  proposes  to  shorten 
the  workday  of  the  employees,  that  they  may  share  with  the 
unemployed  the  work  that  is  to  be  performed  and  thereby  tend 
constantly  toward  the  elimination  of  unemployment.  The 
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American  workman  refuses  to  regard  unemployment  as  a  per¬ 
manent  evil  attending  the  industrial  and  economic  forces  of  our 
country.  The  American  workmen  propose  to  share  work  with 
those  who  are  unemployed  and  thereby  to  help  to  find  work  for 
the  unemployed. 

Opposition  to  labor  parties.  The  A.  F.  of  L.  has  an  independ¬ 
ent  political  policy  —  a  policy  so  independent  politically  that  it 
is  independent  of  the  Socialist  Party,  too.  It  is  concerned  more 
about  achievements  than  it  is  about  the  instrumentality  for 
achievement.  We  have  achieved  through  the  American  labor 
movement  more  real  betterment  for  the  working-people  than  has 
been  accomplished  by  any  other  labor  movement  in  the  world. 

The  entire  trade-union  movement  of  America  is  absolutely 
without  any  parties  and  without  political  affiliation.  The  large 
national  organizations  not  affiliated  to  the  A.  F.  of  L.  are  also 
absolutely  independent  politically.  The  labor  interests  most 
intimately  associated  with  the  A.  F.  of  L.  during  the  entire  pe¬ 
riod  of  its  national  legislative  activities  have  been  the  Railroad 
Brotherhoods. 

Wherever  the  Federal  Government  has  undertaken  industrial 
legislation  in  this  country,  that  legislation  has  affected  the  men 
engaged  in  interstate  commerce,  men  engaged  as  workmen  on  the 
railroads,  men  in  the  engine  and  train  service,  and  of  course 
seamen. 

The  logical  tendency  is  to  extend  to  the  States  in  some  degree 
the  legislative  principles  tried  by  the  Federal  Government. 
There  has  been  for  many  years  an  insistent  effort  to  establish  for 
these  men  some  tribunal  that  would  fix  by  legislation  the  wages, 
conditions  of  service,  and  hours  of  labor.  Insistence  for  the 
enactment  of  legislation  placing  in  a  Government  board  such 
power  is  always  traceable  to  the  larger  interests  that  employ  men. 
There  is  an  underground  process  constantly  at  work  to  devise 
ways  and  means  ostensibly  and  superficially  well-sounding,  but 
which  contain  a  process  and  a  method  by  which  the  status  of  the 
workmen  can  be  fixed.  The  purpose  is  to  tie  them  to  their  tasks, 
that  the  right  of  freedom  of  action  shall  be  first  impaired  and 
then  denied.  Our  friends,  the  members  and  leaders  of  the 
Socialist  Party,  would  gladly  establish  that  in  the  wholesale. 
They  do  not  understand  the  real  struggle  for  freedom. 
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Political  program.  The  Federation  is  in  favor  of  absolute 
freedom  of  press,  speech,  and  assemblage.  It  stands  for  freedom 
of  speech,  freedom  of  press,  freedom  of  assemblage,  and  has 
undertaken  great  risks  to  assert  and  maintain  these  rights.  In 
addition  to  this,  the  A.  F.  of  L.  looks  askance  upon  any  effort  to 
curb  the  inherent  as  well  as  the  constitutional  rights  of  free  press, 
free  speech,  and  free  assemblage.  It  holds  that  though  these 
rights  may  be  perverted,  may  be  improperly  exercised,  exercised 
for  unlawful  purposes,  yet  these  rights  must  not  be  interfered 
with  in  advance.  The  right  of  assemblage,  the  right  of  free 
expression  by  speech  or  through  the  press,  must  be  untrammeled 
if  we  are  to  maintain  a  republican  form  of  government.  If  any¬ 
body  utters  that  which  is  libelous,  seditious,  or  treasonable,  he 
may  be  and  must  be  made  to  answer  for  those  transgressions,  but 
the  right  to  free  expression  of  opinion  must  be  unimpaired.  The 
A.  F.  of  L.  has  stood  and  will  stand  unalterably  and  unequivocally 
in  favor  of  free  assemblage,  free  speech,  and  free  press. 

The  A.  F.  of  L.  favors  unrestricted  and  equal  suffrage  for  men 
and  women,  and  has  done  much  to  advance  that  cause. 

It  favors  the  initiative,  referendum,  and  recall.  It  not  only 
advocates  these  measures,  but  a  member  of  an  affiliated  organiza¬ 
tion,  Mr.  James  W.  Sullivan,  was  the  author  of  the  first  book 
published  in  the  United  States  upon  direct  legislation,  the 
initiative  and  referendum. 

The  A.  F.  of  L.  has  not  taken  any  official  position  in  regard 
to  the  system  of  proportional  representation.  The  proportionate 
representation  employed  in  voting  in  the  conventions  of  the 
A.  F.  of  L.  is  not  proportional  representation  as  that  term  is 
usually  used.  Proportional  representation  denotes  a  system  by 
which  votes  are  cast  and  rights  are  exercised  by  representatives 
in  proportion  to  the  total  numerical  strength  of  the  constituents. 

It  favors  the  election  of  the  President  and  the  Vice-President 
of  the  United  States  by  direct  vote  of  the  people  without  the 
intervention  of  an  electoral  college. 

It  favors  restriction  of  the  powers  of  judges  to  nullify  laws 
and  to  set  them  aside  as  unconstitutional. 

The  Federation  favors  making  the  Constitution  of  the  United 
States  amendable  by  an  easier  method  than  is  provided  at 
present.  The  present  method  of  amendment  is  very  cumber- 
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some  and  slow.  A  written  constitution  is  a  chart  which  ought 
not  to  be  subject  to  changes  at  every  ebb  and  flow  of  the  tide,  but 
ought  to  be  more  easily  changed  than  is  now  possible.  The 
Federation  favors  curbing  the  powers  of  courts  to  punish  for 
alleged  contempts  committed  in  connection  with  labor  disputes. 

Education.  It  favors  the  enactment  of  further  measures  for 
general  education  and  particularly  for  vocational  education  in 
useful  pursuits. 

It  is  not  generally  known  that  to  the  organized  labor  move¬ 
ment  of  Massachusetts  belongs  the  credit  of  establishing  public 
schools  in  Massachusetts  and  the  general  public  school  system  as 
it  has  since  developed.  Prior  to  that  time  there  were  schools 
which  children  of  poor  parents  could  attend,  but  attendance  at 
such  schools  carried  with  it  the  stigma  of  the  poverty  of  the 
parents.  Such  poverty  was  a  stigma  then.  The  labor  movement 
of  Massachusetts  secured  the  enactment  of  a  law  removing  as  a 
requirement  for  attendance  at  these  schools  that  the  parents  of 
the  children  must  declare  that  they  could  not  afford  to  pay  for 
the  tuition  of  their  children.  Thus  came  into  existence  the  first 
public  school  in  the  United  States. 

The  A.  F.  of  L.  has  had  for  the  past  ten  years  a  committee 
composed  of  many  of  its  own  representative  men  and  women 
and  a  number  of  public  educators  acting  for  the  A.  F.  of  L.,  yet 
independent  of  it,  that  has  worked  out  a  system  of  vocational 
training  for  industries,  agriculture,  and  household  economy. 
The  report  shows  the  relation  between  these  vocations  and  civic 
duty.  That  report  has  been  made  a  public  document  by  the 
Senate  of  the  United  States. 


CHAPTER  X 

ECONOMIC  PROGRAM  OF  ORGANIZED  LABOR 
i.  Collective  Bargaining  1 

Need  for  collective  bargaining.  In  its  fundamental  principle 
trade-unionism  is  plain  and  clear  and  simple.  Trade-unionism 
starts  from  the  recognition  of  the  fact  that  under  normal  condi¬ 
tions  the  individual,  unorganized  workman  cannot  bargain  ad¬ 
vantageously  with  the  employer  for  the  sale  of  his  labor.  Since 
the  workingman  has  no  money  in  reserve  and  must  sell  his  labor 
immediately,  since,  moreover,  he  has  no  knowledge  of  the  market 
and  no  skill  in  bargaining,  since,  finally,  he  has  only  his  own  labor 
to  sell,  while  the  employer  engages  hundreds  or  thousands  of  men 
and  can  easily  do  without  the  services  of  any  particular  indi¬ 
vidual,  the  workingman,  if  bargaining  on  his  own  account  and  for 
himself  alone,  is  at  an  enormous  disadvantage.  Trade-unionism 
recognizes  the  fact  that  under  such  conditions  labor  becomes 
more  and  more  degenerate,  because  the  labor  which  the  workman 
sells  is,  unlike  other  commodities,  a  thing  which  is  of  his  very  life 
and  soul  and  being.  In  the  individual  contract  between  a  rich 
employer  and  a  poor  workman,  the  laborer  will  secure  the  worst 
of  it;  he  is  progressively  debased,  because  of  wages  insufficient  to 
buy  nourishing  food,  because  of  hours  of  labor  too  long  to  permit 
sufficient  rest,  because  of  conditions  of  work  destructive  of  moral, 
mental,  and  physical  health,  and  degrading  and  annihilating  to 
the  laboring  classes  of  the  present  and  the  future,  and,  finally, 
because  of  danger  from  accident  and  disease,  which  kill  of!  the 
workingman  or  prematurely  age  him.  The  “  individual  bargain,” 
or  individual  contract,  between  employers  and  men  means  that 
the  condition  of  the  worst  and  lowest  man  in  the  industry  will  be 
that  which  the  best  man  must  accept.  From  first  to  last,  from 
beginning  to  end,  always  and  everywhere,  trade-unionism  stands 
unalterably  opposed  to  the  individual  contract.  There  can  be 
no  concession  or  yielding  upon  this  point.  No  momentary  ad- 

1  From  Organized  Labor,  by  John  Mitchell,  pp.  2-11.  The  American  Book  and 
Bible  House,  publishers. 
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vantage,  however  great  or  however  ardently  desired,  no  advance 
in  wages,  no  reduction  in  hours,  no  betterment  in  conditions, 
will  permanently  compensate  workingmen  for  even  a  temporary 
surrender  in  any  part  of  this  fundamental  principle.  It  is  this 
principle,  the  absolute  and  complete  prohibition  of  contracts 
between  employers  and  individual  men,  upon  which  trade- 
unionism  is  founded.  There  can  be  no  permanent  prosperity  to 
the  working  classes,  no  real  and  lasting  progress,  no  consecutive 
improvement  in  conditions,  until  the  principle  is  firmly  and  fully 
established,  that  in  industrial  life,  especially  in  enterprises  on  a 
large  scale,  the  settlement  of  wages,  hours  of  labor,  and  all  condi¬ 
tions  of  work,  must  be  made  between  employers  and  workingmen 
collectively  and  not  between  employers  and  workingmen  indi¬ 
vidually. 

To  find  a  substitute  for  the  individual  bargain,  which  destroys 
the  welfare  and  the  happiness  of  the  whole  working  class,  trade 
unions  were  founded.  A  trade  union,  in  its  usual  form,  is  an 
association  of  workmen  who  have  agreed  among  themselves  not 
to  bargain  individually  with  their  employer  or  employers,  but  to 
agree  to  the  terms  of  a  collective  or  joint  contract  between  the 
employer  and  the  union.  The  fundamental  reason  for  the 
existence  of  the  trade  union  is  that  by  it  and  through  it,  workmen 
are  enabled  to  deal  collectively  with  their  employers.  The  differ¬ 
ence  between  the  individual  and  the  collective  or  joint  bargain  is 
simply  this,  that  in  the  individual  contract  or  bargain  one  man 
of  a  hundred  refuses  to  accept  work,  and  the  employer  retains  the 
services  of  ninety  and  nine;  whereas  in  the  collective  bargain  the 
hundred  employees  act  in  a  body,  and  the  employer  retains  or 
discharges  all  simultaneously  and  upon  the  same  terms.  The 
ideal  of  trade-unionism  is  to  combine  in  one  organization  all  the 
men  employed,  or  capable  of  being  employed,  at  a  given  trade, 
and  to  demand  and  secure  for  each  and  all  of  them  a  definite 
minimum  standard  of  wages,  hours,  and  conditions  of  work. 

Trade-unionism  thus  recognizes  that  the  destruction  of  the 
workingman  is  the  individual  bargain,  and  the  salvation  of  the 
workingman  is  the  joint,  united,  or  collective  bargain.  To  carry 
out  a  joint  bargain,  however,  it  is  necessary  to  establish  a  mini¬ 
mum  of  wages  and  conditions  which  will  apply  to  all.  By  this  is 
not  meant  that  the  wages  of  all  shall  be  the  same,  but  merely  that 
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equal  pay  shall  be  given  for  equal  work.  There  cannot  be  more 
than  one  minimum  in  a  given  trade,  in  a  given  place,  at  a  given 
time.  If  the  bricklayers  of  the  city  of  New  York  were  all  organ¬ 
ized  and  the  union  permitted  half  of  its  members  to  work  for 
forty  cents  an  hour,  while  the  other  half,  in  no  wise  better  work¬ 
men,  were  compelled  or  led  to  ask  for  fifty  cents,  the  result  would 
be  that  the  men  receiving  fifty  cents  would  be  obliged  either  to 
lower  their  wages  or  get  out  of  the  trade.  To  secure  to  any 
union  man  fifty  cents  an  hour,  all  union  men  of  equal  skill  must 
demand  at  least  an  equal  sum.  The  man  who  wants  fifty  cents 
an  hour  is  not  injured  by  other  unionists  asking  or  getting  ten  or 
twenty  cents  in  excess  of  this  minimum,  but  he  is  injured  by 
fellow  craftsmen  accepting  any  wage  less  than  the  minimum. 
The  same  rule  of  collective  bargaining  applies  to  the  hours  of 
labor.  If  all  union  bricklayers  in  New  York  City  were  to  receive 
four  dollars  a  day  and  some  were,  for  this  pay,  to  work  eight 
hours,  others  ten,  and  still  others  twelve  and  fifteen  hours,  the 
result  would  be  that  the  employers  would  by  preference  employ 
the  men  who  were  willing  to  work  fifteen  hours.  As  a  conse¬ 
quence,  the  men  willing  to  work  only  eight  or  ten  hours  would 
lose  their  positions  or  be  obliged  either  to  reduce  their  wages  or  to 
work  as  long  as  their  competitors,  who  were  employed  for  twelve 
or  fifteen  hours.  What  is  true  of  wages  and  of  hours  of  labor  is 
equally  true  of  all  the  conditions  of  work.  If  some  members  of 
the  union  were  allowed  to  work  with  machinery  unguarded, 
whereas  others  insisted  upon  its  protection;  if  some  were  to  work 
in  any  sort  of  factory,  under  any  sort  of  conditions,  with  any  sort 
of  a  foreman  or  master,  while  others  insisted  upon  proper  sur¬ 
roundings;  if  some  were  willing  to  be  so  overrushed  as  to  do  more 
than  a  fair  day’s  work  for  a  fair  day’s  wage,  or  would  allow  them¬ 
selves  to  be  forced  into  patronizing  truck  stores,  to  submit  to 
arbitrary  fines  and  unreasonable  deductions,  whereas  others 
would  rebel  at  these  impositions,  it  would  result  that  in  the 
competition  among  the  men  to  retain  their  positions,  those  who 
were  most  pliant  and  lowest-spirited  would  secure  the  work  and 
the  wages,  hours  of  labor,  and  conditions  of  employment  would 
be  those  set  or  accepted  by  the  poorest,  most  cringing,  and  least 
independent  of  workers.  If  the  trade  union  did  not  insist  upon 
enforcing  common  rules  providing  for  equal  pay  for  equal  work 
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and  definite  conditions  of  safety  and  health  for  all  workers  in  the 
trade,  the  result  would  be  that  all  pretense  of  a  joint  bargain 
would  disappear,  and  the  employers  would  be  free  constantly  to 
make  individual  contracts  with  the  various  members  of  the 
union.  The  trade  union  does  not  stand  for  equal  earnings  of  all 
workmen.  It  does  not  object  to  one  man’s  earning  twice  as  much 
as  the  man  working  by  his  side,  provided  both  men  have  equal 
rates  of  pay,  equal  hours  of  work,  equal  opportunities  of  securing 
work,  and  equal  conditions  of  employment.  The  union  does  not 
object  to  an  employer’s  rewarding  especially  efficient  workers,  or 
even  favored  workers,  by  paying  them  more  than  the  union  scale, 
or  granting  them  shorter  hours  than  provided  for  by  the  joint 
agreement.  What  the  union  does  stand  for  is  merely  equal  rates 
of  pay  —  equal  pay  for  equal  work;  and  while  it  will  allow  a  man 
to  receive  twice  as  much  as  his  fellow  craftsmen,  it  will  not 
permit  him  to  do  so  by  underbidding  them  in  wages  or  by  working 
under  less  favorable  conditions  or  for  longer  hours.  Neither  does 
the  union  oppose  competition  among  unionists  for  positions, 
although  it  demands  that  this  competition  be  solely  upon  the 
basis  of  efficiency  and  not  upon  that  of  reduced  wages,  length¬ 
ened  hours,  or  any  abatement  from  the  conditions  fixed  by  the 
collective  bargain. 

Reason  for  standard  rate.  This  principle  of  trade-unionism 
will  explain  many  of  the  seeming  peculiarities  and  many  of  the 
numerous  rules  of  labor  organizations.  It  will  supply  an  answer 
to  the  question,  so  naively  put  by  many  people,  as  to  why  the 
union  will  not  allow  a  man  to  accept  two  dollars  a  day,  while  all 
other  workers  in  that  trade  are  receiving  three  dollars,  or  to 
accept  forty  cents  for  mining  a  ton  of  coal,  when  the  minimum 
scale  is  fifty-six  cents.  “Why,”  it  is  inquired,  “should  not  a  man 
be  allowed  to  accept  a  reduction  of  wages  if  he  wish?  Why 
should  a  man  be  compelled  to  take  more  wages  than  he  wants?  ” 
The  answer  of  the  unions  is  that,  as  a  result  of  such  individual 
bargains,  the  employer  would  give  all  the  work  to  the  men  who 
were  satisfied  with  two  dollars  a  day,  and,  consequently,  the  men 
who  demanded  three  dollars  would  be  thrown  out  of  employment, 
and  therefore  forced  to  accept  a  lower  rate  of  remuneration.  It 
is  this  necessity  of  equal  pay  for  equal  work  that  compels  trade 
unions  to  say  to  the  employer:  “Either  you  shall  pay  three 
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dollars  to  the  man  who  only  asks  for  two,  or  we  will  not  work  for 
you.  We  recognize  your  right  to  employ  or  not  to  employ  whom* 
soever  you  wish,  but  either  you  must  pay  at  least  three  dollars,  or 
else  all  the  members  of  our  union  will  refuse  to  work  for  you.” 

This  necessity  of  defending  the  collective  bargain,  or  contract, 
explains  many  features  of  trade-union  policy.  If  the  union  is  to 
maintain  its  standard  of  wages  by  collective  bargaining,  it  must 
prevent  the  employer,  by  individual  bargains  with  individual 
workmen,  from  making  deductions  from  wages  and  thus  breaking 
down  the  minimum  wage  agreed  upon  between  the  union  and  the 
employer.  If  trade  unions  are  to  tolerate  truck  stores,  not  only 
will  unfair  and  extortionate  prices  be  charged,  but  individual  men 
desiring  the  favor  of  the  employer  will  compete  for  their  jobs  by 
purchasing  more  and  more  goods  in  the  company  store.  Instead 
of  offering  to  work  for  two  dollars  a  day  when  the  standard  rate 
is  three,  a  man  may  simply  take  for  his  work  an  order  on  the 
store,  which,  though  nominally  worth  three,  will  actually  be 
worth  two  dollars.  It  is  well  known  that  companies,  operating 
truck  stores  for  profit  in  connection  with  their  factories,  invari¬ 
ably  give  the  preference  in  the  matter  of  jobs  to  men  who  best 
patronize  the  stores,  with  the  result  that  competition  for  jobs 
among  workmen  becomes  as  severe  as  ever,  and  the  consequent 
undercutting  or  underbidding  takes  the  vicious  form  of  spending 
as  much  as  possible  at  the  company  store.  The  toleration  of  the 
company  store  may  thus  come  to  mean  a  series  of  individual 
agreements,  real  but  not  expressed,  by  which  individual  working¬ 
men  permit  themselves  to  suffer  deductions  from  their  real  wages 
in  the  form  of  profits  on  the  goods  which  they  are  obliged  to  buy. 

The  prohibition  by  unions  of  arbitrary  fines  and  docking  is  due 
to  this  same  desire  to  maintain  a  common  minimum  standard  of 
wages  and  conditions.  Apart  from  the  direct  evil  and  oppression 
that  result  from  the  unlimited  powers  of  employers  arbitrarily  to 
levy  fines  or  make  deductions  from  wages,  there  is  the  added 
danger  that,  by  this  means,  the  employers  will  break  down  the 
collective  bargain  and  substitute  for  it  a  series  of  individual 
bargains.  If  the  trade  unions  secure  from  the  employer  a 
minimum  daily  three-dollar  wage,  the  effect  of  this  common 
action  will  be  nullified  and  destroyed  if  some  individual  workmen 
submit  in  any  form  to  an  average  deduction  of  ten  cents  a  day, 


ECONOMIC  PROGRAM  OF  LABOR  331 

whether  for  fines  or  docking,  others  to  a  deduction  of  twenty 
cents,  and  others  to  one  of  fifty  cents  or  a  dollar  a  day.  The 
union  is  not  opposed  to  a  deduction  from  wages  in  case  of  proved 
negligence  or  poor  workmanship;  but  as  these  fines  and  this 
docking  affects  the  union  wage,  they  should  be  jointly  determined 
upon  by  the  employer  and  the  union,  and  not  by  the  employer 
alone,  nor  between  the  employer  and  the  individual  workman. 
If  the  individual  employee  is  permitted  to  make  any  rebate  or 
allow  any  deduction  whatsoever,  under  whatever  guise,  from  the 
wages  fixed  as  a  minimum  by  the  union,  then  the  whole  principle 
of  a  union  scale  of  wages  will  fall  to  the  ground. 

The  necessity  of  maintaining  the  collective,  rather  than  the 
individual,  bargain  explains  why  the  trade  union  is  sometimes 
opposed  to  the  piece  system  and  sometimes  not.  When  the  piece 
price  can  be  regulated  collectively,  as  in  bituminous  coal  mining, 
the  unions  are  not  antagonistic  to,  but  actually  in  favor  of,  this 
system.  Where,  however,  each  separate  job  differs  and  a  price 
must  be  put  upon  it  separately,  payment  by  the  piece  degenerates 
into  a  system  of  underbidding  and  undercutting  and  to  the  resur¬ 
rection  of  individual  bargaining  in  one  of  its  worst  forms.  Where 
the  price  cannot  be  fixed  collectively  and  where  time  wages 
cannot  be  paid,  the  union  has  solved  the  problem,  at  least  par¬ 
tially,  by  having  the  shop  foreman,  a  representative  of  all  the  men 
in  the  establishment,  fix  the  price  of  the  work  in  concert  with  the 
employer  or  foreman. 

Like  the  wage  scale,  the  length  of  the  working-day,  as  deter¬ 
mined  by  the  union  and  employers,  must  be  protected  from 
changes  made  by  individual  workmen.  The  individual  workman 
cannot  be  allowed  to  work  longer  hours  than  the  union  prescribes 
as  a  maximum,  or  to  work  more  overtime,  or  at  different  times,  or 
for  less  compensation  than  is  fixed  by  the  collective  bargain. 
If  the  individual  workman  is  to  decide  for  himself  how  much 
overtime  he  will  work,  and  at  what  rate  of  compensation,  he  can 
just  as  surely  underbid  other  workmen  as  by  accepting  a  lower 
wage  at  the  start. 

There  is  hardly  an  action  taken  by  the  trade  unions,  hardly  a 
demand  made,  which  does  not  either  immediately  or  ultimately, 
directly  or  indirectly,  involve  this  principle.  Whether  the  union 
demand  a  higher  standard  of  healthfulness,  comfort,  or  decency  in 
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the  factories,  or  a  greater  degree  of  protection  from  machinery,  or 
any  other  concession  ministering  to  the  health  or  safety  of  the 
employee,  the  demand  is  always  in  the  form  of, a  certain  minimum 
for  all  workers.  The  union  does  not  prohibit  a  jnan  from  being 
paid  more  wages  for  less  hours  than  his  fellows,  but  it  does  claim 
that  no  man  shall  work  in  union  shops  for  less  than  a  certain  rate, 
for  more  than  a  certain  number  of  hours,  for  more  than  so  and  so 
much  overtime,  or  at  a  lower  rate  for  overtime,  or  with  les\s  than  a 
given  amount  of  protection  to  his  health,  comfort,  safety,  and 
well-being.  The  employer  may,  if  he  wish,  make  special  provision 
for  the  health  of  a  favorite  workman,  just  as  he  may  pay  above 
the  union  rate  or  allow  an  employee,  in  return  for  the  minimum 
wage,  to  work  less  than  the  maximum  number  of  working  hours 
prescribed  by  the  union.  What  the  union  insists  upon,  however, 
is  that  certain  minimum  requirements  be  fulfilled  for  the  health, 
comfort,  and  safety  of  all,  in  order  that  the  workingmen  shall  not 
be  obliged  to  compete  for  jobs  by  surrendering  their  claims  to  a 
reasonable  amount  of  protection  for  their  health,  and  for  their 
life  and  limb. 

The  trade  union  thus  stands  for  the  freedom  of  contract  on  the 
part  of  workingmen  —  the  freedom  or  right  to  contract  col¬ 
lectively.  The  trade  union  also  stands  for  definiteness  of  the 
labor  contract.  The  relation  between  employer  and  employee  is 
complex  in  its  nature,  even  though  it  appear  simple.  The 
workingman  agrees  to  work  at  the  wage  offered  to  him  by  the 
employer,  at,  say,  fifteen  dollars  a  week,  but  frequently  nothing 
is  said  as  to  hours  of  labor,  pauses  for  meals  and  rest,  intensity  of 
work,  conditions  of  the  workshop,  protection  of  the  workman 
against  filthy  surroundings  or  unguarded  machinery,  character 
of  his  fellow  workmen,  liability  of  the  employer  for  accident,  nor 
any  of  the  thousand  conditions  which  affect  the  welfare  of  the 
workman  and  the  gain  of  both  employer  and  employee.  There 
has  always  been  a  general  tacit  understanding  between  employers 
and  employees  that  these  conditions  shall  roughly  conform  to  the 
usual  and  ordinary,  custom  of  the  trade,  but  in  the  absence  of  an 
agreement  with  the  union  it  is  in  the  power  of  the  employer  to 
make  such  rules  absolutely,  or  to  change  or  amend  them  at  such 
time  as  he  thinks  proper.  Like  the  railroad  time-tables,  the 
individual  contract  reads,  “Subject  to  change  without  notice.” 
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Meaning  of  “  recognition.”  The  recognition  of  the  union  is 
nothing  more  nor  less  than  the  recognition  of  the  principle  for 
which  trade-unionism  stands,  the  right  to  bargain  collectively  and 
to  insist  upon  a  common  standard  as  a  minimum.  Workingmen 
have  a  nominal,  but  not  a  real  freedom  of  contract,  if  they  are 
prevented  from  contracting  collectively  instead  of  individually. 
The  welfare  of  the  working  classes,  as  of  society,  depends  upon 
the  recognition  of  this  principle  of  the  right  of  employees  to  con¬ 
tract  collectively.  An  employer,  be  he  ever  so  well-meaning, 
stands  in  the  way  of  future  progress  if  he  insist  upon  dealing  with 
his  workmen  “as  individuals.”  While  in  his  establishment  wages 
may  not  by  this  means  be  reduced,  owing  to  the  fact  that  other 
establishments  are  organized,  still  the  principle  for  which  he 
stands,  if  universally  adopted,  would  mean  the  degradation  and 
impoverishment  of  the  working  classes.  There  are  many  em¬ 
ployers  who  surrender  the  principle  of  the  individual  bargain 
without  accepting  the  principle  of  the  collective  bargain.  These 
employers  state  that  they  do  not  insist  upon  dealing  with  their 
employees  as  individuals,  but  that  they  must  retain  the  right  of 
dealing  with  “their  own  employees  solely,”  and  that  they  must 
not  be  forced  to  permit  a  man  who  is  not  their  own  employee  to 
interfere  in  their  business.  The  right  to  bargain  collectively, 
however,  or  to  take  any  other  concerted  action,  necessarily 
involves  the  right  to  representation.  Experience  and  reason  both 
show  that  a  man,  even  if  otherwise  qualified,  who  is  dependent 
upon  the  good  will  of  an  employer,  is  in  no  position  to  negotiate 
with  him  since  an  insistence  upon  what  he  considers  to  be  the 
rights  of  the  men  represented  by  him  may  mean  his  dismissal  or, 
at  all  events,  the  loss  of  the  favor  of  his  employer.  Not  only 
should  workingmen  have  the  right  of  contracting  collectively, 
but  they  should  also  have  the  right  of  being  represented  by 
whomsoever  they  wish.  The  denial  of  the  right  of  representation 
is  tyranny.  Without  the  right  to  choose  their  representative,  the 
men  cannot  enjoy  the  full  benefit  of  collective  bargaining;  and 
without  the  right  of  collective  bargaining,  the  door  is  opened  to 
the  individual  contract  and  to  the  progressive  debasement  of  the 
working  classes,  and  to  the  deterioration  of  conditions  of  work 
to  the  level  of  conditions  in  the  sweated  and  unregulated  trades- 
To  avoid  this  calamity  and  to  raise  the  working  classes  to  a  high 
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state  of  efficiency  and  a  high  standard  of  citizenship,  the  organized 
workmen  demand  and  insist  upon  “the  recognition  of  the  union.” 

2.  The  Standard  Rate  1 

Among  trade-union  regulations  there  is  one  which  stands  o  it  as 
practically  universal,  namely,  the  insistence  on  payment  accord¬ 
ing  to  some  definite  standard,  uniform  in  its  application.  Even 
so  momentary  a  form  of  combination  as  the  “shop  club  ”  requires 
that  all  its  members  shall  receive,  as  a  minimum,  the  rate  agreed 
upon  with  the  foreman  for  the  particular  job.  The  organized 
local  or  national  union  carries  the  principle  further,  and  insists  on 
a  standard  rate  of  payment  for  all  its  members  in  the  town  or 
district.  The  standard  rate,  it  should  be  observed,  is  only  a 
minimum,  never  a  maximum.  The  Friendly  Society  of  Operative 
Stonemasons,  for  instance,  agrees  (1897)  with  the  London  Central 
Master  Builders’  Association  that  all  its  able-bodied  members 
shall  receive  not  less  than  tenpence  halfpenny  per  hour.  But  the 
Society  has  no  objection  to  an  employer  offering  a  particular 
stonemason,  whose  skill  or  character  is  valued,  any  higher  rate 
that  he  may  choose.  The  Amalgamated  Society  of  Tailors,  in 
conjunction  with  the  Master  Tailors’  Association  of  the  particulai 
town,  settled  a  “log”  fixing  the  payment  for  each  kind  of  gar¬ 
ment.  But  this  does  not  prevent  West  End  master  tailors,  with 
the  full  sanction  of  the  union,  paying  some  members  far  above 
the  London  log  rates.  In  fact,  though  there  are  certain  seeming 
exceptions  with  which  we  shall  deal  separately,  we  know  of  no 
case  in  which  a  trade  union  forbids  or  discourages  its  members 
from  receiving  a  higher  rate  of  remuneration,  for  the  work  actu¬ 
ally  performed,  than  the  common  standard  rate  fixed  for  the 
whole  body. 

The  standard  not  a  maximum  wage.  But  although  the  stand¬ 
ard  rate  is  a  minimum,  not  a  maximum,  the  establishment  of  this 
minimum  necessarily  results  in  a  nearer  approximation  to  equality 
of  rates  than  would  otherwise  prevail.  Trade-union  officials  who 
have  had  to  construct  a  piecework  list,  or  to  extend  such  a  list 
from  one  shop  to  the  whole  town,  or  from  one  town  to  the  whole 
trade,  know  that,  in  order  to  secure  a  standard  list  of  prices,  they 

1  From  Industrial  Democracy,  by  Sidney  and  Beatrice  Webb,  pp.  279-296.  Long¬ 
mans,  Green  &  Co.,  publishers. 
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have  had  to  pare  down  the  rates  hitherto  enjoyed  by  particular 
shops  or  even  particular  towns.  It  is  exactly  this  willingness  on 
the  part  of  the  more  fortunately  situated  sections  of  the  trade  to 
forego,  for  the  sake  of  a  standard  rate,  the  higher  rates  which 
happen,  by  some  accident,  to  have  become  current  for  a  particular 
line  of  work,  that  makes  uniformity  possible.  We  have  already 
cited,  in  describing  how  trade-unionism  breaks  down  local 
monopoly,  the  case  of  the  Cotton-Weavers,  who  discovered  that, 
in  order  to  secure  a  uniform  list  of  piecework  prices  —  meaning,  to 
the  majority  of  members,  an  advance  of  wages  —  one  or  two 
districts  had  to  consent  to  a  positive  reduction  of  the  rates  they 
had  hitherto  enjoyed.  The  powerful  society  of  Flint-Glass 
Makers  has  recently  afforded  us  an  even  more  striking  example. 
When  in  1895  the  Flint-Glass  Makers  concerted  with  their 
employers  a  uniform  “catalogue  of  prices”  for  all  the  glass 
works  in  Yorkshire,  the  York  branch,  which  enjoyed  higher  rates 
than  any  other  in  the  county,  at  first  vehemently  protested, 
A  uniform  list,  they  urged,  “was  impracticable,  unless  by  some 
section  of  us  making  enormous  sacrifices”;  and  its  enforcement 
would  involve  the  “edifying  spectacle  of  a  trade  union  compelling 
its  members  to  work  at  a  reduced  wage,  when  neither  they  nor 
the  employer  desired  it.”  Notwithstanding  this  protest,  the 
members  of  the  union  approved  the  preparation  of  the  uniform 
list,  which  was  submitted  to  general  meetings  of  all  the  Yorkshire 
branches.  The  issue  was  thus  put  before  the  York  members,  and, 
though  it  was  made  clear  that  the  new  list  would  involve  a 
reduction  of  their  own  earnings,  the  feeling  in  favor  of  uniformity 
was  so  strong  that,  as  the  general  secretary  records,  out  of  a  total 
of  eighty-four  members  in  the  branch  at  the  time,  “the  vote 
against  the  catalogue  was  only  the  miserable  total  of  nine.” 

Relation  to  collective  bargaining.  This  conception  of  a  stand¬ 
ard  rate  is,  as  we  need  hardly  explain,  an  indispensable  requisite 
of  collective  bargaining.  Without  some  common  measure,  ap¬ 
plicable  to  all  the  workmen  concerned,  no  general  treaty  with 
regard  to  wages  would  be  possible.  But  the  use  of  a  definite 
standard  of  measurement  is  not  merely  an  adjunct  of  the  method 
of  collective  bargaining.  It  is  required  for  any  wholesale  deter¬ 
mination  of  wages  upon  broad  principles.  The  most  autocratic 
and  unfettered  employer  spontaneously  adopts  standard  rates  for 
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classes  of  workmen,  just  as  the  large  shopkeeper  fixes  his  prices, 
not  according  to  the  higgling  capacity  of  particular  customers,  but 
by  a  definite  percentage  on  cost.  This  conception  of  a  consistent 
standard  of  measurement  the  trade  union  seeks  to  extend  from 
establishments  to  districts,  and  from  districts  to  the  whole  area 
of  the  trade  within  the  kingdom. 

This  trade-unionist  insistence  on  a  standard  rate  has  been  the 
subject  of  bitter  denunciation.  The  payment  of  "bad  and  lazy 
workmen  as  highly  as  those  who  are  skilled  and  industrious,” 
“setting  a  premium  on  idleness  and  incapacity,”  “destructive  to 
the  legitimate  ambition  of  industry  and  merit,”  that  “worst  kind 
of  communism,  the  equal  remuneration  of  all  men,”  are  only 
samples  of  the  abusive  rhetoric  of  capitalists  and  philosophers  on 
the  subject.  Even  as  lately  as  1871  a  distinguished  economist 
poured  out  the  following  tirade  against  the  assumed  wickedness 
of  the  trade  unions  in  this  respect:  “Not  yet,  but  in  course  of 
time,  as  economic  principles  become  popularly  understood,  we 
shall  see  trade  unions  purged  of  their  most  erroneous  and  mis¬ 
chievous  purpose  of  seeking  an  uniform  rate  of  wages  without 
regard  to  differences  of  skill,  knowledge,  industry,  and  character. 
There  is  no  tenet  of  socialism  more  fatal  in  its  consequences  than 
this  insidious  and  plausible  doctrine  —  a  doctrine  which,  if  acted 
upon  rigidly  for  any  length  of  time  by  large  classes  of  men, 
would  stop  all  progress.  Put  in  plain  language  it  means  that 
there  shall  not  be  in  the  world  any  such  thing  as  superior  talent 
or  attainment;  that  every  art  and  handicraft  shall  be  reduced  to 
the  level  of  the  commonest,  most  ignorant,  and  most  stupid  of 
the  persons  who  belong  to  it.” 

Such  criticisms  are  beside  the  mark.  A  very  slight  acquaint¬ 
ance  with  trade-unionism  would  have  shown  these  writers  that  a 
uniform  standard  rate  in  no  way  implies  equality  of  weekly 
wages  and  has  no  such  object.  For  good  or  for  evil,  the  typical 
British  workman  is  not  by  any  means  a  communist,  and  the 
trade-union  regulations  are,  as  we  shall  see,  quite  free  from  any 
theoretic  “yearnings  for  equal  division  of  unequal  earnings.” 

Piece  rates  as  a  standard.  The  misapprehension  arises  from  a 
confusion  between  the  rate  of  payment  and  the  amount  actually 
earned  by  the  workman.  What  the  trade  union  insists  on,  as  a 
necessary  condition  of  the  very  existence  of  collective  bargaining, 
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is  a  standard  rate  of  payment  for  the  work  actually  performed. 
But  this  is  consistent  with  the  widest  possible  divergence  between 
the  actual  weekly  incomes  of  different  workmen.  Thus  we  have 
the  significant  fact  that  the  standard  rate  insisted  on  by  the 
great  majority  of  trade-unionists  is,  not  any  definite  sum  per 
hour,  but  a  list  of  piecework  prices.  The  extent  to  which  these 
piecework  lists  prevail  throughout  the  country  is  seldom  realized. 
Even  those  who  have  heard  of  the  elaborate  tonnage  rates  of  the 
ironworkers,  steel-smelters,  and  coal  miners,  and  the  complicated 
cotton  lists,  which  together  govern  the  remuneration  of  a  fourth 
of  the  trade-union  world,  often  forget  the  innumerable  other 
trades,  in  which  (as  with  the  tailors,  bootmakers,  compositors, 
coopers,  basketmakers,  brushmakers)  lists  of  prices,  signed  by 
employers  and  employed,  and  revised  from  time  to  time,  date 
from  the  very  beginning  of  the  century.  When,  as  in  all  these 
cases,  the  standard  rate  takes  the  form  of  a  schedule  of  piecework 
prices,  it  is  clear  that  there  can  be  no  question  of  equalizing  the 
actual  earnings  of  different  workmen.  One  basketmaker  or  one 
coal  miner  may  be  earning  two  pounds  a  week,  whilst  another, 
receiving  the  same  standard  rate  and  working  the  same  number 
of  hours,  may  get  less  than  thirty  shillings;  and  another,  putting 
in  only  half-time,  may  have  only  ten  or  fifteen  shillings  for  his 
week’s  income. 

Nor  can  it  be  assumed  that  in  the  industries  in  which  the  trade- 
union  rate  is  not  based  on  piecework,  but  takes  the  form  of  a 
definite  standard  wage  per  hour,  this  necessarily  implies  equality 
of  remuneration.  Even  where  workmen  in  such  trades  put  in  the 
same  number  of  hours,  their  weekly  incomes  will  often  be  found 
to  differ  very  materially.  Thus,  whilst  ordinary  plumbing, 
bricklaying,  and  masonry  are  paid  for  at  uniform  rates  per  hour, 
directly  the  job  involves  any  special  skill  the  employer  finds  it 
advantageous  to  pay  a  higher  rate,  and  the  trade  union  cordially 
encourages  this  practice.  The  superior  bricklayer,  for  instance, 
is  seldom  employed  at  the  standard  rate,  but  is  always  getting 
jobs  at  brick-cutting  (or  “gauge  work”),  furnace-building,  or 
sewer  construction,  paid  for  at  rates  from  ten  to  fifty  per  cent 
over  the  standard  wage.  In  all  industries  we  find  firms  with 
special  reputations  for  a  high  class  of  production  habitually  pay¬ 
ing,  with  full  trade-union  approval,  more  than  the  trade-union 
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rate,  in  order  to  attract  to  their  establishment  the  most  skillful 
and  best  conducted  workmen.  In  other  cases,  where  the  em¬ 
ployer  rigidly  adheres  to  the  common  rate,  the  superior  workman 
finds  his  advantage,  if  not  actually  in  higher  money  earnings,  in 
more  agreeable  conditions  of  employment.  In  a  large  building 
the  employer  will  select  his  best  stonemasons  to  do  the  carving, 
an  occupation  not  involving  great  exertion  and  consistent  with 
an  occasional  pipe,  whilst  the  common  run  of  workmen  will  be 
setting  stones  under  the  foreman’s  eye.  The  best  carpenters, 
when  not  earning  extra  rates  for  “staircasing”  or  “handrailing,” 
will  get  the  fine  work  which  combines  variety  and  lightness,  and 
is  done  in  the  workshop,  leaving  to  the  rougher  hands  the  laying- 
down  of  flooring  and  other  heavy  mechanical  tasks.  These  dis¬ 
tinctions  may  seem  trivial  to  the  professional  or  business  man, 
who  to  a  large  extent  controls  the  conditions  under  which  he 
works.  But  no  workman  fails  to  appreciate  the  radical  difference 
in  net  advantageousness  between  two  different  jobs,  one  involving 
exposure  to  the  weather,  wear  and  tear  of  clothing,  monotonous 
muscular  exertion,  and  incessant  supervision,  and  the  other 
admitting  a  considerable  share  of  personal  liberty,  agreeably 
diversified  in  character,  and  affording  scope  for  initiative  and 
address.  Though  there  may  be  in  such  cases  equality  in  the 
number  of  shillings  received  at  the  end  of  the  week,  the  remunera¬ 
tion  for  the  efforts  and  sacrifices  actually  made  will  have  been  at 
very  different  rates  in  the  two  cases. 

We  do  not  wish  to  obscure  the  fact  that  a  standard  rate  on  a 
timework  basis  does,  in  practice,  result  in  a  nearer  approach  to 
uniformity  of  money  earnings  than  a  standard  rate  on  a  piece¬ 
work  basis.  Nor  is  there  any  doubt  that  a  considerable  section 
of  the  wage-earning  class  have  a  deeply  rooted  conviction  that 
the  conscientious,  industrious,  and  slow  mechanic  ought  in  equity 
to  receive  no  less  pay  than  his  quicker  but  equally  meritorious 
neighbor;  more  especially  as  the  normal  earnings  of  even  the 
quickest  mechanic  do  not  amount  to  more  than  is  demanded  for 
the  proper  maintenance  of  his  household.  It  is  often  assumed 
that  this  conviction  has  produced,  in  the  trade-union  world,  a 
fundamental  objection  to  piecework.  Had  this  been  the  case,  it 
would  have  been  strange  that  we  should  have  had  to  quote,  as 
typical  instances  of  unions  strongly  enforcing  a  standard  rate,  so 
many  trades  in  which  piecework  universally  prevails. 
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Among  the  trades  in  which  piecework  is  either  insisted  on  by 
the  men,  or  readily  accepted  by  them,  we  find  the  largest  and  the 
most  powerful  trade  unions.  The  miners  and  cotton  operatives, 
who  would  instantly  strike  against  any  attempt  to  introduce 
time  wages,  are  only  paralleled  in  the  strength  and  extent  of  their 
trade  unions  by  the  boilermakers  and  iron  shipbuilders,  who 
adopt  piecework  as  the  basis  of  the  greater  part  of  their  wage 
contracts.  And  so  far  is  piecework  from  being  objected  to  by 
trade-union  officials,  that  we  find,  in  these  trades,  that  the  pre¬ 
ponderating  part  of  the  trade-union  machinery,  including  the 
ablest  and  most  influential  officials,  has  been  called  into  existence 
for  the  express  purpose  of  dealing  with  piecework  lists.  The 
district  delegates  of  the  boilermakers,  the  secretaries  of  the 
cotton  operatives,  the  investigators  of  the  boot  and  shoe  opera¬ 
tives,  and  the  check-weighmen  of  the  coalminers  spend  their 
whole  fives  in  arranging  remuneration  on  a  piecework  basis. 

On  the  other  hand,  though  the  time  workers  are  in  the  minority, 
we  have  among  them  some  very  strong  unions,  such  as  the 
stonemasons,  the  bricklayers,  and  the  plumbers,  who  have  always 
vehemently  denounced  piecework  as  the  bane  of  their  trades. 
How  can  we  explain  this  divergence? 

When  piece  rates  are  favored.  On  asking  a  leading  official  of 
the  cotton-spinners’  union  why  he  objected  to  time  wages,  he 
replied  that,  in  his  opinion,  it  was  only  the  system  of  piecework 
remuneration  that  had  saved  his  trade  from  the  evils  of  sweating. 
The  work  of  a  cotton-spinner,  he  explained,  varies  in  intensity 
(and  his  product  in  quantity)  according  to  the  number  of  spindles 
which  he  has  to  attend  to,  and  the  speed  at  which  the  machinery 
runs,  conditions  over  which  the  operative  has  no  control.  Owing 
to  the  introduction  of  mules  bearing  an  increased  number  of 
spindles,  and  the  constant  “speeding-up”  of  the  machinery,  the 
amount  of  work  placed  upon  the  operative  is  steadily,  though 
often  imperceptibly,  increased.  If  he  were  paid  by  the  hour  or 
the  day,  he  would  need,  in  order  to  maintain  the  same  rate  of 
remuneration  for  the  work  done,  to  discover  each  day  precisely  to 
what  degree  the  machinery  was  being  “speeded- up,”  and  to  be 
perpetually  making  demands  for  an  increase  in  his  time  wages. 
Such  an  arrangement  could  not  fail  to  result  in  the  employer 
increasing  the  work  faster  than  the  pay. 
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Under  a  system  of  payment  by  the  amount  of  yarn  spun,  the 
operative  automatically  gets  the  benefit  of  any  increase  in  the 
number  of  spindles  or  rate  of  speed.  An  exact  uniformity  of  the 
rate  of  remuneration  is  maintained  between  man  and  man,  and 
between  mill  and  mill.  If  any  improvement  takes  place  in  the 
process,  by  which  the  operative’s  labor  is  reduced,  the  onus  of 
procuring  a  change  in  the  rate  of  pay  falls  on  the  employer.  The 
result  is,  that  so  effectually  is  the  cotton-spinner  secured  by  his 
piecework  lists  against  being  compelled  to  give  more  work  without 
more  pay,  that  it  has  been  found  desirable  deliberately  to  concede 
to  the  employers,  by  lowering  the  rates  as  the  number  of  spindles 
increases,  some  share  of  the  resulting  advantages,  in  order  that 
the  trade  union  may  encourage  enterprising  mill-owners  in  the 
career  of  improvement.  The  cotton-weavers  have  a  similar 
experience.  The  weaver’s  labor  depends  upon  the  character  of 
the  cloth  to  be  woven,  involving  a  complicated  calculation  of  the 
number  of  “ picks,”  etc.  Time  wages  would  leave  them  practi¬ 
cally  at  the  employers’  mercy  for  all  but  the  very  easiest  work. 
But  by  a  highly  technical  and  complex  fist  of  piecework  rates, 
every  element  by  which  the  labor  is  increased  effects  an  exactly 
corresponding  variation  in  the  remuneration.  Only  under  such  a 
system  could  any  uniformity  of  rate  be  secured. 

In  another  great  class  of  cases  piecework  is  preferred  by  the 
workmen,  with  the  same  object  of  securing  a  standard  rate,  but 
under  entirely  different  conditions.  The  coal  miners  have,  in 
some  counties,  had  a  long  experience  of  both  time  wages  and 
piecework,  with  the  result  that,  wherever  there  is  a  strong  trade 
union,  piecework  is  insisted  on  for  all  hewers.  The  explanation 
is  to  be  found  in  the  circumstances  under  which  the  work  is  done. 
Employers  have  found  it  impossible  to  supervise  by  foremen  or 
managers  the  numerous  hewers  scattered  in  the  recesses  of  the 
mine.  The  only  possible  alternative  to  paying  the  hewers  at 
piecework  rates,  was  to  let  out  the  different  parts  of  the  mine  to 
working  contractors,  who  engaged  hewers  by  the  hour  to  work 
alongside  them.  This  was  the  notorious  “butty  system,”  against 
which  the  organized  hewers  have  persistently  struggled.  It  was 
found  that,  whatever  was  the  customary  standard  of  daily  time 
wages,  the  “butty  master,”  who  set  the  pace,  was  always  increas¬ 
ing  the  quantity  of  work  to  be  done  for  those  wages  by  himself 
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putting  in  an  unusual  intensity  of  effort.  It  is  obvious  that, 
under  this  system,  the  ordinary  hewer  lost  all  security  of  a  stand¬ 
ard  rate.  It  paid  the  “butty  master”  to  be  always  “speeding-up,” 
because  he  received  the  product,  not  of  his  own  extra  exertion 
alone,  but  of  that  of  all  his  gang.  The  only  method  by  which  the 
ordinary  hewers  could  secure  identity  of  rate  was  to  dispense 
with  the  “butty  masters,”  and  themselves  work  by  the  piece. 

We  shall  find  exactly  the  same  preference  for  piecework  wages 
in  other  trades  among  men  who  work  under  a  sub-contractor,  or 
in  subordination  to  another  class  of  workmen  paid  by  the  piece. 
The  strikers,  for  instance,  who  work  with  smiths  paid  by  the 
piece,  were  themselves  formerly  paid  time  wages.  In  most  parts 
of  the  country  they  have  now  been  successful  in  obtaining  the 
boon  of  a  piecework  rate  proportionate  to  that  of  the  smiths,  so 
that  they  are  secured  extra  remuneration  for  any  extra  spurt  put 
on  by  the  smith.  Another  large  class  of  workmen  in  a  somewhat 
similar  position  have  not  been  so  fortunate.  The  shipyard 
“helpers,”  who  work  under  the  platers  (iron-shipbuilders),  are 
paid  by  the  day,  whilst  the  platers  receive  piecework  rates.  The 
first  object  of  any  combination  of  helpers  has  always  been  to 
secure  piecework  rates,  in  order  that  their  remuneration  might 
bear  some  proportion  to  the  rapidity  and  intensity  of  work,  the 
pace  being  set  by  the  platers.  But  owing  to  the  strength  of  the 
boilermakers’  union,  to  which  the  platers  belong,  the  helpers  have 
never  been  able  to  attain  their  object.  The  iron  and  steel  in¬ 
dustries  afford  numerous  other  instances  in  which  workers  paid  by 
the  day  are  in  subordination  to  workers  paid  by  the  piece.  In  all 
these  cases,  the  subordinate  workers  desire  to  be  paid  by  the 
piece,  in  order  that  they  may  secure  a  greater  uniformity  in  the 
rate  of  payment  for  the  work  actually  done. 

Why  piece  rates  are  opposed.  Coming  now  to  the  trades  in 
which  piecework  is  most  strongly  objected  to  by  the  operatives, 
we  shall  find  the  argument  again  turning  upon  the  question  of 
uniformity  of  the  rate  of  remuneration.  The  engineers  have 
always  protested  that  the  introduction  of  piecework  into  their 
trade  almost  necessarily  implied  a  reversion  to  individual  bargain-, 
ing.  The  work  of  a  skilled  mechanic  in  an  engineering  shop 
differs  from  job  to  job  in  such  a  way  as  to  make,  under  a  piece¬ 
work  system,  a  new  contract  necessary  for  each  job.  Each  man, 
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too,  will  be  employed  at  an  operation  differing,  if  only  in  slight 
degree,  from  those  of  his  fellows.  If  they  are  all  working  by  the 
hour,  a  collective  bargain  can  easily  be  made  and  adhered  to. 
But  where  each  successive  job  differs  from  the  last,  if  only  in 
small  details,  it  is  impossible  to  work  out  in  advance  any  list  of 
prices  to  which  all  the  men  can  agi  ee  to  adhere.  The  settlement 
for  each  job  must  necessarily  be  left  to  be  made  between  the 
foreman  and  the  workman  concerned.  Collective  bargaining 
becomes,  therefore,  impossible.  But  this  is  not  all.  The  un¬ 
certainty  as  to  the  time  and  labor  which  a  particular  job  will 
involve  makes  it  impossible  for  the  foreman,  with  the  best  inten¬ 
tions  in  the  world,  to  fix  the  prices  of  successive  jobs  so  that  the 
workman  will  obtain  the  same  earnings  for  the  same  effort. 
And  when  we  remember  the  disadvantage  at  which,  unprotected 
by  collective  action,  the  individual  operative  necessarily  stands  in 
bargaining  with  the  capitalist  employer,  we  shall  easily  under¬ 
stand  how  the  Amalgamated  Society  of  Engineers  should  have 
been  led  to  declare  that,  unchr  this  system  of  settling  a  special 
price  for  each  job,  “it  is  well  known  that  piecework  is  not  a 
bargain,  but  a  price  dictated  by  the  employer  and  lowered  at 
will.”  And  the  report  adds  that  “the  system  has  often  been 
made  the  instrument  of  large  reductions  of  wages,  which  have 
ended  in  the  deterioration  of  the  conditions  of  the  workmen. . . . 
If  an  expert  workman,  by  his  skill  and  industry,  earns  more  than 
his  neighbor,  and  much  more  than  his  daily  wages  come  to,  a 
reduction  is  at  once  made,  and  made  again  until  eventually  the 
most  expert  is  only  able,  by  intense  application  and  industry,  to 
earn  a  bare  living,  whilst  the  less  skillful  is  reduced  below  living 
prices.” 

We  could  cite  from  the  reports  of  the  great  national  unions  of 
the  engineers,  ironfounders,  and  carpenters  innumerable  similar 
protests  against  piecework  in  their  trades,  all  based  upon  the 
proved  impossibility  of  maintaining  a  standard  rate,  if  each  job 
has  to  be  separately  priced.  It  is,  however,  more  interesting  to 
watch  the  same  conviction  being  gradually  borne  in  upon  the 
mind  of  an  exceptionally  able  employer.  In  1876,  William  Denny, 
the  well-known  Clyde  shipbuilder,  who  had  put  his  whole  estab¬ 
lishment  on  piecework  rates,  delivered  a  remarkable  lecture  on 
the  advantages  of  this  method  of  remuneration,  alike  to  the 
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employer  and  to  the  workmen,  specially  commending  the  in¬ 
tensity  of  competition  which  it  secured.  He  was  utterly  unable 
to  understand  why  the  workmen  objected  to  a  system  which,  in 
giving  an  “increase  of  from  twenty-five  to  fifty  per  cent  in  his 
wages  —  and  this  increase  my  experience  confirms  as  a  rule  — • 
puts  at  once  within  his  power  a  more  comfortable  and  easy  style 
of  living,  combined  with  an  opportunity  of  saving,  which,  if  he  is 
a  sober  and  careful  man,  will  enable  him  to  enjoy  a  pleasant  old 
age,  and  even  to  lay  by  sufficient  money  to  enable  him  to  refuse 
on  his  own  account  any  rate  of  payment  which  he  deems  insuffi¬ 
cient.” 

Notwithstanding  all  these  allurements,  the  trade  unions  per¬ 
sisted  in  their  objection.  After  ten  years’  further  experience  of 
the  working  of  piecework,  William  Denny  at  last  perceived  the 
real  root  of  the  men’s  protest.  In  an  interesting  letter  written  in 
1886  he  described  his  own  conversion: 

At  the  time  I  published  my  pamphlet  The  Worth  of  Wages, 

I  was  under  the  impression  piecework  rates  would  regulate 
themselves  as  I  then  assumed  time  wages  did.  A  larger 
experience  of  piecework  has  convinced  me  that,  excepting  in 
cases  where  rates  can  be  fixed  and  made  a  matter  of  agree¬ 
ment  between  the  whole  body  of  the  men  in  any  works  and 
their  employers,  piecework  prices  have  not  a  self-regulating 
power,  and  are  liable,  under  the  pressure  of  heavy  competi¬ 
tion,  to  be  depressed  below  what  I  would  consider  a  proper 
level.  You  must  understand  there  is  a  broad  and  very  real 
distinction  in  piecework  between  the  kind  of  work  which  can 
be  priced  in  regular  rates  and  that  in  which  contracts  are 
taken  by  the  men  for  lump  jobs  of  greater  or  less  extent. 

In  the  former  kind  of  piecework  it  is  easily  possible  for  the 
rates  to  be  effectively  controlled  by  the  joint  efforts  of  the 
employers  and  the  work-people,  as  it  is  in  the  case  of  time 
wages.  In  the  latter,  owing  to  there  being  no  definite 
standard,  it  is  quite  possible  that  the  prices  may  be  raised 
too  high  for  competitive  efficiency,  or  depressed  to  too  low  a 
point  to  recoup  the  workmen  for  the  extra  exertion  and  initia¬ 
tive  induced  by  the  very  nature  of  piecework.  In  such  work 
as  that  of  riveters,  iron  fitters,  and  platers  and  in  much  of 
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carpenters’  work  standards  of  price  or  rates  can  be  arranged 
or  controlled,  and  the  workers  are  not  likely  to  endure  any 
arrangement  they  may  consider  inequitable.  They  are, 
indeed,  much  more  likely  by  insisting  on  uniform  rates  for  a 
whole  district  to  do  injustice  to  the  more  intelligent  and 
energetic  employers,  who,  by  introducing  new  machinery  and 
new  processes,  are  directly  influential  in  drawing  work  to 
their  district.  It  is  evident  that  if  piecework  rates  are  not 
reduced  so  as  to  make  the  improvements  in  machinery  and 
methods  introduced  by  such  employers  fully  effective  in 
diminishing  cost  of  production,  there  will  be  a  tendency  on 
their  part  to  abandon  these  attempts,  with  diminished 
chances  of  work  for  their  districts.  In  the  case  of  such 
improvements  it  is  possible  to  reduce  rates  without  in  any 
way  reducing  the  effective  earnings  of  the  work-people.  I 
may  say  that  in  our  own  experience  we  have  almost  invari¬ 
ably  found  our  workers  quite  willing  to  consider  these  points 
fairly  and  intelligently.  Frequently  they  themselves  make 
such  suggestions  as  materially  help  us  to  reduce  cost  of  pro¬ 
duction.  Such  cases  of  invention  and  helpfulness  on  their 
part  are  rewarded  directly  through  our  awards  scheme  of 
which  you  have  particulars. 

In  the  second  kind  of  piecework,  involving  contracts  which 
cannot  be  arranged  by  rates  and  controlled  by  the  whole 
body  of  the  workers,  the  prices  are  necessarily  a  matter  of 
settlement  between  individual  workmen  and  small  groups  of 
workmen  and  their  foreman.  Here  it  depends  upon  the  con¬ 
trol  exercised  by  the  heads  of  the  business  whether  this  kind 
of  piecework  drifts  into  extravagances,  or  into  such  reduc¬ 
tions  of  contract  prices  as  either  to  reduce  them  to  less  than 
the  value  of  time  wages  or  to  so  little  above  time  wages  that 
they  do  not  compensate  the  men  for  their  extra  exertions. 
We  have  found  in  testing  such  piecework  that  the  best 
method  is  to  compare  the  earnings  made  by  these  piece¬ 
workers  in  a  given  period  with  the  time  wages  which  they 
would  have  received  for  the  same  period;  and  it  is  the  duty 
of  one  of  our  partners  to  control  this  .section  of  the  work,  and 
he  does  it  almost  invariably  to  the  advantage  of  the  men. 
Our  idea  is  that  the  men  should  be  able  to  average  from 
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twenty-five  to  fifty  per  cent  more  wages  on  such  piecework 
within  a  given  time  than  their  time  wages  would  amount  to. 
There  are  occasional  and  exceptional  cases  where  the  results 
are  less  or  more  favorable.  Where  they  are  less  favorable, 
we  consider  them  to  be  not  only  a  loss  to  the  men,  but  dis¬ 
advantageous  to  ourselves;  and  our  reason  for  this  is  very 
clear,  as  unless  the  men  feel  that  their  exertions  produce 
really  better  wages,  and  that  increased  exertions  and  better 
arrangements  of  work  will  produce  still  further  increases  of 
wages,  there  is  an  end  to  all  stimulus  to  activity  or  improve¬ 
ment. 

I  know  an  instance  in  which  a  well-meaning  foreman,  de- 
sirous  of  diminishing  the  cost  of  the  work  in  his  department, 
reduced  his  piecework  prices  to  such  a  point  that  he  not  only 
removed  all  healthy  stimulus  to  activity  from  his  workmen, 
but  produced  among  them  serious  discontent.  Our  method 
of  piecework  analysis  and  control  enabled  us  to  discover  and 
remedy  this  before  serious  disaffection  had  been  produced. 

I  know  another  instance  in  which  a  foreman,  while  avoiding 
the  mistake  I  have  just  mentioned,  gave  out  his  contracts  in 
such  small  and  scattered  portions,  and  under  such  conditions 
as  to  the  way  in  which  the  work  was  to  be  done  and  as  to  the 
composition  of  the  co-partneries  formed  by  the  men,  that  he 
not  only  reduced  their  earnings  to  very  nearly  time  rates,  but 
created  very  serious  disaffection  among  them.  He  was  in  the 
habit  of  forcing  the  men  to  take  into  their  co-partneries  per¬ 
sonal  favorites  of  his  own,  who  very  naturally  became  bur¬ 
dens  upon  those  co-partneries.  As  soon  as  our  returns  and 
inquiries  revealed  to  us  these  facts,  we  insisted  that  the  con¬ 
tracts  entered  into  with  the  men  should  be  of  a  sufficient 
money  amount  to  enable  them  to  organize  themselves  and 
their  work  efficiently.  We  removed  the  defective  arrange¬ 
ments  above  referred  to,  and  laid  down  the  principle  that 
their  co-partneries  were  to  be  purely  voluntary.  We  were 
enabled  by  these  means,  and  without  altering  a  single  price, 
to  at  once  raise  their  earnings  from  a  level  a  little  above  what 
they  could  have  made  on  time  wages  to  a  very  satisfactory 
percentage  of  increase  and  to  remove  all  discontent.  These 
two  instances  will  show  you  how  necessary  it  is  in  this  kind  of 
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piecework  that  there  should  be  a  direct  control  over  those 
who  are  carrying  it  out.  When  the  heads  of  a  business  are 
absentees  or  indifferent  the  most  effective  way  in  which  the 
workmen  can  control  such  piecework  would  be  by  taking 
care  that  the  standard  of  time  wages  was  always  kept  per¬ 
fectly  clear  and  effective,  and  that  regular  comparisons  per 
hour  on  piecework  were  made.  Such  comparisons  would 
immediately  enable  them  to  arrive  at  a  correct  conclusion  as 
to  whether  the  prices  paid  them  were  sufficiently  profitable. 

There  is  besides  a  mixed  kind  of  piecework  in  which 
skilled  workmen  employ  laborers  at  time  wages  to  do  the  un¬ 
skilled  portion  of  their  work  for  them.  Here,  too,  some 
kind  of  control  is  required,  as  instances  occasionally  occur  in 
which  the  skilled  workmen  treat  their  laborers,  either  inten¬ 
tionally  or  unintentionally,  with  harshness.  I  have  even 
known  an  instance  in  which  such  piecework  contractors  re¬ 
duced  their  laborers’  time  wages  on  the  pay  day  without  hav¬ 
ing  given  them  any  previous  notice.  On  the  other  hand, 
there  are  instances  in  which  these  laborers  behaved  in  an  un¬ 
reasonable  and  unfair  spirit  to  the  skilled  workmen  who  em¬ 
ploy  them.  » 

In  conclusion,  I  would  say  that  the  method  of  piecework  is 
.  one  which  cannot  be  approved  or  condemned  absolutely,  but 
is  dependent  upon  the  spirit  and  the  way  in  which  it  is  carried 
out  for  the  verdict  which  should  be  passed  upon  it.  It  is 
imperative  in  such  kinds  of  piecework  as  by  their  nature  can¬ 
not  be  reduced  to  regular  rates  that  either  the  employer 
should  take  the  responsibility  of  safeguarding  his  workmen’s 
interests,  or  that  the  workmen  themselves  should,  by  such  a 
method  as  I  have  suggested,  obtain  an  effective  control  over 
them. 

3.  Restriction  of  Output  1 

In  a  recent  market  letter  issued  by  a  prominent  business  house 
the  following  statement  occurs  in  connection  with  a  survey  of 
current  economic  conditions:  “The  most  important  of  the  favor- 

1  From  “  The  Philosophy  of  the  Restriction  of  Output,”  an  article  by  L. 
Ardzrooni,  in  the  Annals  of  the  American  Academy  of  Social  and  Political  Science , 
vol.  91,  September,  1920. 
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able  factors  are  the  world  shortage  of  goods,  the  present  low 
prices  of  investment  securities  and  the  expenditure  of  the  greatest 
wage  fund  ever  received  by  a  nation’s  workers.”  Another  high 
authority  on  present-day  business  conditions  remarks  with  sig¬ 
nificant  nonchalance:  “The  war  consumed  more  men,  more  food, 
more  clothing  and  more  raw  and  wrought  material  than  all  the 
wars  since  1760,  though  it  left  the  United  States  richer  than  ever 
before.”  To  substantiate  this  opinion  he  adduces  a  statistical 
array  of  a  few  score  thousand  war  millionaires  and  the  present 
estimated  per-capita  wealth  of  the  United  States. 

The  object  of  restricting  output.  Under  the  regime  of  money 
and  price  economy  such  factors  as  “the  world  shortage  of  goods” 
or  “the  expenditure  of  the  greatest  wage  fund”  are  familiar  con¬ 
cepts  as  evidences  of  business  prosperity  and  national  welfare. 
The  primary  purpose  in  modern  business  and  industrial  activity 
is  merchandising  —  buying  and  selling  with  a  view  to  securing  as 
wide  a  margin  of  net  money  returns  above  cost  as  possible. 
As  a  result  it  often  happens  that  a  superabundance  of  mer¬ 
chantable  goods  is  inconsistent  with  business  success  which  is 
invariably  measured  in  terms  of  net  price  returns.  Over¬ 
production  is  the  nightmare  of  business  and  though  the  children 
of  common  folks  may  starve  for  want  of  a  sufficient  supply  of 
milk,  as  a  matter  of  sound  business  policy  it  is  better  not  to  have 
too  much  milk  to  sell  than  to  have  enough  milk  to  drink. 

A  normal  business  policy.  Restriction  of  output  and  limitation 
of  supply  of  goods  are  normal  and  legitimate  phenomena  in 
business.  In  fact,  the  life  of  modem  business  enterprise  depends 
on  such  performances.  The  established  governments  sanction 
these  practices  and  the  courts  protect  the  practitioners.  In  its 
strioter  and  more  technical  application,  however,  “restriction  of 
output”  refers  not  to  the  business  man’s  method  of  monopoly 
control  with  a  view  to  profitable  merchandising;  it  has  reference 
rather  to  the  trade-union  policy  of  interference  with  the  processes 
and  guidance  of  production  with  a  view  to  standardizing  the 
volume  of  employment  and  the  rate  of  remuneration  of  the  wage 
workers.  Regarded  in  this  light,  “restriction  of  output”  is  a 
phenomenon  in  the  modern  industrial  system  which  presupposes 
a  high  degree  of  organization  of  material  and  mechanical  equip¬ 
ment  and  an  equally  highly  organized  group  of  workers  subject  to 
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collective  discipline  and  governed  by  common  standards  of  work 
and  working  conditions. 

As  a  phenomenon  operating  within  the  framework  of  modern 
industrial  system  the  working-class  method  of  “restriction  of 
output”  is  a  habit  of  thought  acquired  through  contact  with  the 
discipline  of  modern  business  enterprise  which  imposes  on  all  that 
come  under  its  influence  the  necessity  of  getting  without  serv  ing. 
In  modern  Christendom  men  do  not  go  into  business  “for  their 
health,”  nor  do  they  seek  out  employment  to  fashion  and  produce 
goods.  The  purpose  of  work  is  to  get  wages  as  the  purpose  of 
business  is  to  “make  money.”  By  the  test  of  money  and  prices, 
scarcity  of  product  and  shortage  of  labor  are  blessings  without 
disguise,  since  the  one  condition  is  good  for  business,  and  the 
other,  good  for  the  workers.  Through  the  magic  of  the  price 
system  the  loss  of  one  is  the  gain  of  another  and  the  hunger  and 
destitution  of  the  multitude  is  transformed  into  private  profits 
and  higher  prices,  so  that  business  profits  and  prosperity  are  not 
necessarily  synonymous  with  national  exuberance  or  welfare  of 
the  masses.  On  the  contrary,  private  gain  and  national  grandeur 
feed  on  the  misery  and  privation  of  the  public. 

Conversely,  to  secure  a  tolerable  measure  of  comfort  and  con¬ 
tentment  for  the  large  masses  often  involves  heavy  private  losses 
and  often  the  sacrifice  of  business  solvency;  for  example,  it  is 
becoming  more  and  more  evident  in  these  times  of  reversion 
(“reconstruction”)  that  the  degree  of  success  or  failure  of  the 
war-time  food,  fuel,  and  railway  administrations  was  in  direct 
proportion  to  the  degree  of  sacrifice  of  or  subservience  to  the 
interests  of  private  business.  The  efficient  transportation  of 
troops  and  war  materials,  for  instance,  was  made  possible  only  at 
the  cost  of  handsome  railway  receipts  which  resulted  from  the 
elimination  of  cross  freights  and  the  embargo  on  luxurious  private 
trains  and  cars,  not  to  mention  the  enforced  retirement  from  their 
cynosures  of  the  bewildering  multitude  of  railroad  presidents  and 
office-holders.  On  the  other  hand,  the  case  of  a  young  deputy 
fuel  administrator  in  one  of  the  larger  Middle  Western  States 
serves  as  an  object  lesson,  illustrating  the  extreme  risk  and  hazard 
of  an  absolute  and  conscientious  subordination  of  business  profits 
to  community  welfare  which  came  to  be  professed  as  a  rule  of 
conduct  during  the  war.  In  this  instance  it  happened  that  a 
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large  coal  operator,  who  was  at  the  time  serving  his  country  for  a 
dollar  a  year,  was  more  interested  in  an  exclusive  market  for 
winter  vegetables  which  required  the  use  of  several  carloads  of 
coal  than  in  transportation  of  troops  and  war  equipment.  The 
young  fuel  administrator,  by  the  scrupulous  but  indiscreet  appli¬ 
cation  of  war-time  rules  governing  the  distribution  of  coal,  pre¬ 
vented  the  diversion  of  several  carloads  of  coal  for  such  a  purpose, 
though  to  the  operator  the  coal  for  this  purpose  had  a  higher 
market  value  than  the  comfort  of  the  East-Siders  in  New  York  or 
the  life  of  a  doughboy  in  the  trenches.  The  young  fuel  adminis¬ 
trator  was  presently  relieved  of  his  responsibilities  presumably 
“for  indiscretion  in  the  conduct  of  his  duties”  and  was  drafted 
into  the  army. 

This  somewhat  disjointed  and  more  or  less  anecdotal  recital  of 
incidents  in  the  conduct  of  modern  business  and  industry  has 
seemed  necessary  in  order  to  emphasize  the  distinction  between 
money  gains  and  price  returns  —  the  real  ends  of  business  and 
industry,  on  the  one  hand,  and  the  production  of  goods  and 
personal  services,  the  supposed  ends  of  business  and  industrial 
activity,  on  the  other.  It  would  serve  no  good  purpose  here  to 
enter  upon  a  recital  of  the  circumstances  which  have  attended 
this  subversion  of  the  end  and  aim  of  economic  activity.  Let  it 
suffice  to  point  out  that  the  modern  conception  of  welfare  in 
terms  of  price  equivalents  is  so  well  grounded  in  the  habits  and 
practices  of  modern  civilization  that  not  only  does  the  notion  find 
expression  in  the  daily  conduct  and  manner  of  life  of  all  classes  of 
people,  but  that  it  has  also  been  crystallized  into  one  of  the 
fundamental  economic  doctrines  of  modern  times  and  is  to  be 
found  in  articulate  form  in  the  theoretical  formulations  of  the 
common  run  of  economists. 

Limitation  of  supply  and  increased  price.  The  fundamental 
problem  in  current  orthodox  economic  theory  is  the  problem  of 
value  and  the  point  of  departure  as  well  as  the  final  resting-place 
of  this  problem  is  the  theory  of  marginal  utility.  According  to 
the  marginal-utility  theory  of  value,  given  the  human  desire  for  a 
commodity,  the  utility  of  the  commodity  to  the  individual  is  to  be 
measured  by  the  utility  of  the  marginal  increment  of  the  com¬ 
modity  in  question.  In  the  nature  of  the  case,  the  greater  the 
number  of  these  increments  the  lower  the  marginal  utility  and  the 


350  THE  ORGANIZED  LABOR  MOVEMENT 

lower,  therefore,  the  marginal  utility  of  the  commodity  to  the 
individual.  In  other  words,  the  greater  the  scarcity  of  the  object 
involved  the  higher  the  esteem  or  worth  in  which  it  is  held  by  the 
individual.  As  a  further  corollary  of  the  main  proposition  it  is 
held  that  the  individual’s  own  estimation  of  the  goods  constitutes 
the  real  income  of  the  individual;  that  is  to  say,  the  question  of 
the  utility  of  an  object  is  a  matter  for  individual  estimate  and, 
therefore,  individual,  “subjective”  psychology.  In  other  words, 
income  in  the  final  analysis  is  “psychic”  in  nature  and  character. 
The  unavoidable  conclusion  of  the  argument  then  is  that  the  less 
one  has  of  goods  and  services,  the  greater  the  marginal  utility  of 
those  goods  and  therefore  the  greater  the  individual’s  “psychic” 
income.  So  that  whereas  the  common-sense  view  of  welfare 
would  have  it  that  half  a  loaf  is  better  than  none,  according  to  the 
logic  of  current  economic  theory  fortified  by  business  practice, 
half  a  loaf  is  better  than  one,  or  that  the  Spanish  Caballero  who 
stinted  himself  and  finally  died  of  starvation  in  order  to  maintain 
a  well-fed  and  well-groomed  doorkeeper  is  “psychically”  better 
off. 

“To  man  propose  this  test 

Thy  body  at  its  best 

How  far  can  that  project  thy  soul  on  its  lone  way?  ” 

As  has  been  intimated  more  than  once  in  the  course  of  this 
discussion,  the  limitation  of  supply  to  enhance  the  price  is  a 
normal  and  legitimate  business  practice  by  business  men.  The 
modern  captains  of  industry  —  those  whom  “  God  in  his  infinite 
wisdom  has  placed  to  watch  over  the  welfare  of  the  community” 
—  through  careful  training  and  long  experience  have  been  eman¬ 
cipated  from  the  notion  of  viewing  welfare  in  any  other  light  than 
that  of  price  equivalents.  Recently,  however,  the  business 
method  of  turning  an  honest  penny  has  affected  the  methods  and 
policy  of  the  working  classes  as  well. 

Although  the  method  of  the  restriction  of  output  has  been  on 
the  trade-union  statute  books  as  a  means  of  standardizing  wages 
and  working  conditions,  not  until  within  quite  recent  years  has  it 
meant  more  than  trade-union  rules  regarding  apprenticeship  and 
membership.  At  the  present  time,  restriction  of  output  refers  to 
the  widespread  and  menacing  practice  of  what  may  be  char¬ 
acterized  as  the  “conscientious  withdrawal  of  efficiency”  by  the 
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working  classes  regardless  of  trade-union  affiliations.  It  is  the 
art  of  substituting  salesmanship  for  workmanship  which  the 
working  classes  have  learned  from  the  employers  and  are  applying 
as  wage-workers.  It  is  the  strategic  maneuvering  of  the  working 
classes  to  sell  their  time  and  energy  for  the  highest  price  possible. 
It  is  the  policy  of  enhancing  the  price  of  labor  by  limiting  the 
supply. 

Among  the  many  preoccupations  that  beset  the  mind  of  the 
modern  workingman  is  the  belief  that,  through  organized  effort, 
the  economic  and  social  conditions  may  be  altered  to  the  ad¬ 
vantage  or  disadvantage  of  one  class  or  another.  There  exists 
the  conviction  among  the  working  people  that  the  problem  of 
distribution  is  a  problem  of  price  manipulation  and  that  it  is  all  a 
matter  of  human  arrangement  rather  than  the  result  of  immutable 
and  preexistent  economic  laws  which  bind  mankind  and  out  of 
which  no  one  can  stir.  One  method  of  converting  a  wage  bargain 
to  one’s  advantage  in  the  view  of  the  worker,  is,  therefore,  the 
deliberate  and  conscious  restriction  of  output.  The  worker’s  idea 
of  stock  watering  is  to  dilute  one’s  labor  power  by  giving  less 
service  for  a  stipulated  wage. 

The  trade-union  theory.  Another  of  the  business  principles 
which  the  trade-unionist  is  coming  to  appreciate  more  and  more 
is  the  principle  of  patrimony  or  vested  rights.  The  institution  of 
private  ownership  is  hedged  about  and  protected  by  a  legal 
system  of  which  the  foundation  is  presumed  to  be  a  balanced 
arrangement  of  rights  and  obligations.  For  the  most  part,  rights 
are  of  positive  character,  are  impersonal,  and  have  to  do  with 
property;  obligations  are  of  negative  character,  are  personal,  and 
have  to  do  with  persons.  The  net  outcome  of  this  general  system 
of  law  and  ownership  is  that  the  possessing  classes  are  vested  with 
positive  rights  and  with  little  or  no  obligations,  while  the  dis¬ 
possessed  classes  are  blessed  with  obligations  and  with  little  or 
no  rights;  for  instance,  the  law  recognizes  and  enforces  the  right 
to  the  use  and  enjoyment  of  an  item  of  property  by  the  owner. 
It  also  recognizes  and  enforces  the  obligation  of  persons  not  to 
interfere  with  such  right,  but  the  law  does  not  recognize  and 
therefore  cannot  enforce  the  right  of  an  individual  to  a  livelihood. 
Livelihood  unless  attached  to  an  item  of  property  is  not  a  legal 
rigEtLbut  a  personal  obligation  at  best. 
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The  modern  trade  union  appears  to  have  overcome  this  dis¬ 
crepancy,  however,  by  the  same  logic  and  pettifoggery  which  has 
invested  property  rights  with  stability  and  respectability.  By 
way  of  an  offset  to  the  property  rights  of  the  owning  classes,  the 
trade-unionist  invokes  the  patrimonial  rights  of  the  worker  in  his 
particular  trade  and  particular  job.  Consequently,  any  move 
whatever,  such  as  innovations  in  the  processes  of  production  and 
introduction  of  machinery,  which  disturbs  the  “established  ex¬ 
pectation  ”  of  the  worker  with  respect  to  wages  and  conditions  of 
employment  is  conceived  to  be  a  violation  of  the  vested  rights  of 
the  workers.  Similarly,  any  one  who  has  not  attained  his  place 
and  position  in  the  trade  through  the  regular  channels  of  ap¬ 
prenticeship  and  trade-union  membership  is  regarded  as  an  “im¬ 
postor,”  a  “quack,”  and  deserves  the  contumely  of  mankind 
much  the  same  way  as  one  who  has  come  into  possession  of  an 
item  of  property  through  deceit  and  thievery.  At  any  rate,  it  is 
in  this  light  that  the  trade-unionist  views  the  situation. 

The  trade-union  theory  of  vested  rights  and  the  less  articulate 
but  more  formidable  theory  of  “conscientious  withdrawal _of 
efficiency”  operate  to  “restrict  output”  and  “retard  progress.” 
But  modern  trade-unionism  partakes  of  the  nature  of  business 
enterprise  which  implies  that  its  members  are  more  interested  in 
wages  —  price  per  hour,  per  day,  per  week  —  than  in  output  of 
goods  —  tons  and  yards  per  day,  per  week,  per  month. 

Modern  industry  is  controlled  and  managed  by  a  small  group  of 
the  propertied  class  who  are  at  no  time  and  at  no  point  in  contact 
in  any  way  with  the  mechanical  and  technical  processes  of  produc¬ 
tion,  but  who,  nevertheless,  are  secured  in  their  use  and  abuse  of 
the  usufruct  of  the  industrial  system ;  that  is  to  say,  the  managers 
of  modern  industry  and  the  guardians  of  the  community’s  welfare 
are  in  the  position  of  absentee  owners  without  responsibility  to 
God  and  without  obligation  to  man. 

So  long  as  the  working  population  remains  in  blissful  ignorance 
of  the  magic  potency  of  business  principles  to  make  something 
out  of  nothing,  the  community  may  be  tolerably  assured  a  safe 
margin  of  subsistence,  despite  the  continuous  interference  and 
pestering  of  business  men  with  processes  of  production.  But 
with  the  taste  of  the  fruit  from  the  tree  of  knowledge  the  working 
classes  are  gradually  assuming  the  role  of  absentee  workers  and 
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are  falling  in  the  position  of  irresponsible  agents  in  emulation  of 
the  absentee  owners  and  their  irresponsible  principles.  Under 
these  conditions,  notwithstanding  the  unlimited  natural  resources 
and  the  unprecedented  advance  in  the  arts  of  industry,  the  exist¬ 
ence  and  welfare  of  modem  civilized  communities  is  likely  to 
become  precarious. 

All  the  while  the  disinclination  on  the  part  of  the  wage-earners 
to  produce  anything  but  wages  grows  with  a  growing  distrust  of 
their  well-wishers  —  the  employing  classes,  the  social  uplifters, 
and  the  reformers,  and  so  long  as  the  price  system  endures  there 
seems  to  be  no  help  for  it.  Moreover,  the  practice  of  “conscien¬ 
tious  withdrawal  of  efficiency,”  engendered  and  stimulated  by 
modern  business  principles,  is  likely  to  become  habitual  and  en¬ 
during  even  to  the  disappearance  of  the  narrowest  margin  of 
production  over  cost.  On  the  other  hand,  the  trade-union  theory 
of  the  workman’s  patrimony  in  his  trade  and  position  is  not 
likely  to  prove  of  serious  consequence,  since  new  inventions  and 
mechanical  refinements  are  destined  to  render  nugatory  and 
obsolete  the  “skill,  judgment,  and  dexterity”  of  any  one  worker 
in  relation  to  another  upon  which  rests  the  trade-union  theory  of 
vested  rights.  So  that  with  the  gradual  disappearance  of  the 
distinction  between  skilled  and  unskilled  trade,  the  conventional 
rules  regarding  apprenticeship  and  trade-union  membership  are 
most  likely  to  be  discarded. 

Allowance  is  to  be  made,  of  course,  for  the  extension  of  such 
devices  as  scientific  engineering,  bonus  systems,  welfare  work, 
educational  and  philanthropic  adventures  and  the  like,  to  keep 
the  industrial  system  in  repair,  and  it  may  well  be  that  some  de¬ 
vice  may  yet  be  found  to  preserve  the  price  system  and  at  the 
same  time  meet  the  bewildering  demands  of  an  increasing  standard 
of  living  throughout  the  civilized  world.  At  best,  the  devices 
hitherto  tried  cannot  be  said  to  have  met  with  anything  like  a 
crowning  success.  Of  these  devices,  scientific  management  and 
efficiency  engineering  gave  perhaps  the  greatest  promise,  but 
these  devices  have  so  far  worked  to  the  greater  advantage  of  the 
employing  classes  —  at  least,  so  the  workers  think  —  and  to  that 
extent  they  have  failed  to  enlist  the  cooperative  support  of  the 
workers. 
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4.  Effect  of  Collective  Bargaining  on  Volume  of 

Production  1 

As  a  general  proposition,  the  desirability  and  need  of  securing 
increased  production  cannot  be  questioned.  Even  in  normal 
times  that  may  be  accepted  as  a  foremost  aim  of  industry;  for 
increased  production  means  potentially,  at  least,  a  larger  measure 
of  well-being  for  all  within  the  industry  as  well  as  for  the  com¬ 
munity.  To-day,  with  all  the  wastage  and  losses  of  the  war  to  be 
made  good,  the  need  is  peculiarly  urgent. 

Worker’s  attitude  toward  greater  production.  In  the  face  of 
this  undoubted  need,  what  do  we  find  to  be  the  actual  situation? 
The  productivity  of  labor,  generally,  has  fallen  off;  that  a  large 
measure  of  deliberate  restriction  of  output  is  practiced  by 
workers,  non-union  as  well  as  union;  that  the  wage-earners  fre¬ 
quently  are  not  merely  indifferent,  but  are  actually  antagonistic 
to  the  introduction  of  machinery  or  methods  aimed  to  increase 
production;  and  that  production  is  being  hampered  and  often 
completely  interrupted  by  numerous  strikes  and  stoppages,  and 
by  the  constant  shifting  of  workers  which  reflects  itself  in  a  large 
turnover  of  labor. 

Moreover,  we  know  with  reasonable  certainty  that  most  wage- 
earners  are  capable  of  greater  productive  effort  without  injury  to 
themselves.  We  know,  too,  from  the  progress  made  in  the  past, 
that  there  are  vast  possibilities  of  increasing  output  through  the 
introduction  of  improved  machinery  and  methods.  Our  problem 
then  lies  in  the  discovery  of  means  whereby  this  greater  pro¬ 
ductive  effort  may  be  secured  and  the  way  may  be  made  easier 
for  the  introduction  of  these  improvements. 

Is  that  means  to  be  found  in  forcing  him  to  work?  Will  talking 
to  him,  lecturing  and  exhortation  get  him  to  produce  more? 
Hardly,  when  we  now  find  textile  mills  and  shoe  factories  shutting 
down  because  people  would  not  buy  at  the  prevailing  high  prices. 
Here  the  wage-earner  has  had  the  fact  hammered  into  his  ears 
for  two  years  that  prices  cannot  come  down  until  he  produces 
more  goods,  and  just  as  soon  as  prices  do  begin  to  go  down,  manu- 

1  From  “  Collective  Bargaining  and  its  Effect  on  Production,”  an  article  by  W.  M. 
Leiserson,  in  the  Annals  of  the  American  Academy  of  Social  and  Political  Science,  voL 
qi,  September,  1920. 
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facturers  who  have  been  clamoring  for  production  shut  down 
their  plants  so  as  not  to  “overproduce”  as  they  call  it.  Are  the 
manufacturers  to  be  blamed  now  as  the  workers  were  before,  and 
shall  we,  by  injunction,  compel  them  to  keep  their  factories  open? 

Perhaps,  however,  the  forces  that  make  for  increased  or  lowered 
production  are  more  deep-seated  than  the  mere  will  of  men,  be 
they  wage-earners  or  employers.  Herbert  Hoover,  upon  his 
return  from  Europe,  did  not  place  the  blame  upon  the  workers  in 
discussing  the  lack  of  production  in  Russia.  He  charged  it  to 
the  system  of  management  that  the  Soviets  had  provided  for 
Russian  industry.  In  the  same  way,  may  we  not  find  that  our 
lowered  production  is  due  to  the  kind  of  management  we  provide 
for  our  industries  and  to  the  lack  of  proper  incentives  to  increased 
effort? 

Why  should  the  wage-earner  respond  to  the  plea  for  more 
production?  He  is  told  by  the  people  who  presume  to  teach  him 
what  they  call  “sound  economics”  that  he  should  do  so  because 
the  world  needs  more  goods,  and  because  prices  can  be  reduced 
only  by  increasing  the  supply  of  goods.  But  does  the  investor 
furnish  more  capital  simply  because  more  production  is  needed 
and  so  that  prices  may  be  reduced?  Does  he  invest  in  railroads 
because  we  need  more  and  better  transportation,  and  does  he  lend 
money  to  home-builders  so  that  rents  may  come  down?  On  the 
contrary,  the  railroads  to-day  cannot  get  the  money  they  need  for 
new  equipment  and  extensions.  Building  is  almost  at  a  standstill 
because  capital  can  secure  a  better  return  in  the  automobile 
business  or  in  the  manufacture  of  perfumes  and  other  luxuries. 
Will  the  manufacturers  of  shoes,  clothing,  and  other  necessaries 
continue  to  produce  these  articles  in  slack  seasons  and  in  periods 
of  falling  prices?  On  the  contrary,  it  is  not  considered  good 
business  to  invest  in  unprofitable  enterprises  and  to  continue 
keeping  factories  running  full  time  when  buying  is  slack  and 
prices  are  falling.  Why,  then,  should  we  expect  the  wage-earner 
to  respond  to  an  appeal  for  more  production  based  on  social  need, 
when  manufacturers  and  investors  cannot  be  appealed  to  in  that 
way?  May  it  not  be  that  the  workers,  too,  have  had  experiences 
which  taught  them  that  producing  more  under  certain  conditions 
was  unprofitable  and  not  good  business? 

The  workers  in  many  a  seasonal  industry  have  learned  from 
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bitter  experience  that  to  increase  their  efforts  during  busy  seasons 
was  merely  to  be  laid  off  a  few  weeks  earlier  than  usual  and  to 
lengthen  the  period  of  their  unemployment.  Those  who  work 
piecework  have  often  had  the  experience  that  when  they  turned 
out  more  pieces  and  their  earnings  were  increased,  the  employer 
assumed  that  the  rate  of  pay  was  too  high  and  cut  the  piece  rate, 
or  so  changed  the  operation  as  to  get  the  same  result.  Then,  too, 
people  in  the  so-called  “sweated  trades”  have  found  that  when 
production  was  increased  it  meant  that  more  “cheap”  labor  was 
brought  into  the  industry,  the  market  was  undercut,  and  prices 
were  reduced  to  a  point  where  living  wages  could  not  be  paid  to 
the  regular  workers.  Wage-earners  also  remember  that  even  the 
patriotic  stimulus  of  the  war  was  not  sufficient  to  induce  the 
farmers  to  grow  more  wheat  or  manufacturers  to  produce  more 
supplies.  The  farmer  had  to  be  guaranteed  a  higher  price  than 
usual,  the  manufacturer  had  to  be  assured  bigger  profits.  It 
cannot  be  expected,  therefore,  that  the  wage-earner  will  increase 
his  efforts  simply  because  more  production  is  needed  and  he  is 
told  to  produce  more.  Very  naturally  he  says:  “I  want  to  be 
sure  that  it  is  profitable  for  me  to  produce  more.”  And  when  he 
assumes  that  attitude  he  is  merely  following  the  example  that 
business  men  have  set  him.  He  is  refusing  to  invest  his  labor  in 
unprofitable  work. 

Participation  in  management  essential  to  production.  In  the 

past  it  was  possible  for  the  employer  to  exact  additional  output, 
to  speed  up  his  workers,  under  threats  of  dismissal.  However, 
the  shortage  of  labor,  the  lack  of  immigration,  and  the  growing 
independence  of  wage-earners  make  this  impossible.  The  em¬ 
ployer  now  finds  that  his  authority  to  get  production  is  breaking 
down.  Industry  has  to-day  reached  the  point  where  the  em¬ 
ployer  finds  himself  incapable  of  getting  work  done  by  means  of  a 
mere  mandate.  He  is  in  a  situation  much  the  same  that  the  King 
of  England  faced  one  hundred  and  fifty  years  ago  when  the 
American  colonists  refused  to  pay  taxes  unless  they  were  repre¬ 
sented  in  the  making  of  the  tax  laws.  With  the  coming  of 
political  liberty  and  of  free  popular  education,  the  workers  now 
are  no  longer  content  that  all  the  power  over  the  terms  and  condi¬ 
tions  of  their  employment  should  be  in  the  hands  of  the  employer. 
They  look  upon  him  as  an  industrial  monarch,  and  as  soon  as  the 
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opportunity  comes  that  shortage  of  labor  and  strong  union 
organization  gives,  they  say  to  the  employer,  “Unless  we  have  a 
voice  in  determining  the  working  conditions  that  control  our 
industrial  lives,  we  will  refuse  to  obey  the  commands  of  industry.” 

While  those  who  have  hitherto  controlled  industry  naturally  do 
not  want  to  give  up  their  power,  any  more  than  the  monarch 
wanted  to  yield  his  political  power  to  the  people,  they  confront 
the  absolute  necessity  of  sharing  their  control  with  the  workers  if 
production  is  to  be  maintained,  not  to  say  increased.  Until  such 
participation  is  granted  by  the  employer,  the  workers  may  be 
expected  to  withhold  production.  With  the  employer’s  power  to 
compel  obedience  to  his  orders  fast  going,  participation  by  the 
workers  in  the  control  of  industry  becomes  a  condition  not  only 
for  increased  production,  but  also  for  maintaining  the  production 
of  the  past. 

That  the  wage-earner’s  demand  for  a  voice  in  the  control  of 
production  is  a  fact  and  not  a  theory  is  proved  by  the  zeal  with 
which  employers  in  every  line  of  industry  are  establishing  shop 
committees,  work  councils,  and  so-called  “industriaTdemocracy” 
plans.  No  employer  who  is  frank  with  himself  will  deny  that  in 
inaugurating  such  a  scheme  he  is  hoping  to  head  off  the  necessity 
of  having  to  deal  with  a  trade  union.  But  with  all  the  publicity 
that  the  so-called  “industrial  democracy”  plans  have  received 
and  with  all  the  progress  that  the  shop  committee  movement  has 
made,  it  must  be  remembered  that  by  far  the  more  common  form 
of  participation  of  wage-earners  in  control  of  working  conditions 
is  that  provided  by  organized  labor  in  collective  bargaining  with 
employers.  The  number  of  plants  having  work  committees  is 
insignificant  compared  with  the  number  of  shops  that  deal  with 
regular  trade  unions.  During  the  last  four  years,  when  the  shop 
committee  movement  has  made  such  great  headway,  very  many 
more  wage-earners  have  joined  the  regular  labor  unions  than  are 
included  in  all  the  company  plans  put  together.  Even  if  all  of 
these  plans  gave  a  real  and  effective  voice  to  wage-earners  in  the 
control  of  industry,  and  most  of  them  do  not,  they  would  still  be 
far  from  meeting  the  demand  of  the  workers  for  participation  in 
industrial  government,  because  organized  labor  is  growing  very 
much  faster  in  numbers,  in  prestige  and  in  power,  than  is  the 
competing  movement  launched  by  employers. 
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Is  collective  bargaining  an  incentive  to  production?  Modern 

industry,  therefore,  if  it  is  to  get  production,  is  face  to  face  with 
the  problem  of  adjusting  its  management  methods  to  provide  for 
collective  bargaining.  Collective  bargaining  implies  a  question¬ 
ing  of  the  absolute  authority  of  the  management  in  governing  the 
productive  efforts  of  the  employees.  It  says  there  must  be  no 
rules  or  orders  affecting  the  interests  and  welfare  of  the  wage- 
earners  without  the  consent  of  those  who  must  obey  them.  It 
is  further  based  on  the  principle  that  an  individual  employee 
cannot  effectively  question  the  authority  of  the  management; 
therefore,  the  aim  is  to  join  all  the  employees  in  a  union  which 
together  with  representatives  of  the  employer  will  form  a  legisla¬ 
tive  body  for  the  purpose  of  giving  to  those  who  have  to  obey  the 
laws  of  industry  a  voice  in  determining  those  laws. 

No  matter  how  insistent  the  demand  of  wage-earners  for  a 
voice  in  industry  may  be,  and  no  matter  how  powerful  labor 
unions  may  become,  they  cannot  establish  collective  bargaining 
as  a  permanent  method  of  industrial  control  unless  such  demo¬ 
cratic  control  of  industrial  processes  is  more  efficient,  economical, 
and  productive  than  individual  bargaining  with  an  employer 
having  absolute  authority  over  his  business.  Trade  unions,  with 
their  method  of  collective  bargaining,  cannot  survive  if  this 
method  does  not  bring  greater  production  and  greater  economic 
welfare. 

Recalling  now  that  it  is  lack  of  profit  from  their  labor  and  lack 
of  incentive,  not  mere  laziness,  that  causes  workmen,  like  farmers 
and  business  men,  to  slow  down  production,  the  question  arises  as 
to  whether  collective  bargaining  and  democratic  control  of  in¬ 
dustry  offer  to  wage-earners  greater  incentives  to  labor  than 
individual  bargaining,  and  will  it  make  greater  effort  and  in¬ 
creased  production  more  profitable  to  the  wage-earners? 

While  there  are  many  incentives  to  industry,  all  human  experi¬ 
ence  has  shown  that  there  is  no  incentive  quite  so  powerful  for 
the  great  masses  of  men  as  private  ownership  of  the  results  of 
one’s  labor.  Private  property  in  industry  finds  its  justification 
primarily  in  the  universal  experience  that  men  have  more  interest 
in  working  for  themselves  than  in  working  for  society  in  general, 
and  that  by  letting  each  work  for  himself  better  results  are 
secured  for  all.  But  what  of  the  laborer  in  the  steel  industry, 
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packing-houses  or  on  the  railroads  where  individual  ownership  of 
the  business  by  the  worker  is  out  of  the  question?  Working,  as 
he  does,  for  a  wage  that  is  fixed  not  by  what  he  produces  but  by 
the  competition  of  other  laborers  who  want  his  job,  what  sense  of 
ownership  can  he  have  in  the  results  of  his  labor?  He  sees  the 
results  of  his  efforts  distributed  by  a  few  directors  in  the  form  of 
dividend  payments  or  stock  dividends,  surpluses  of  various  kinds 
laid  aside  or  reinvested  in  the  business  to  which  he  has  no  title 
of  any  kind.  What  incentive  can  there  be  for  such  a  wage-earner 
in  the  large  modern  industrial  establishment  to  “take  an  interest 
in  the  business”?  Certainly  there  is  little  of  the  incentive  of 
private  ownership  for  him. 

Other  devices.  This  has  been  recognized  by  many  employers, 
and  some  of  them  have  tried  to  supply  this  incentive  by  establish¬ 
ing  profit-sharing  plans  in  their  plants.  Others  have  sold  stock  to 
their  employees  on  easy  payments,  built  homes  for  them,  provided 
pensions  and  insurance,  and  many  have  resorted  to  various  other 
forms  of  “welfare  work.”  Their  experiences  have  shown,  how¬ 
ever,  that  while  these  measures  may  sometimes  serve  a  valuable 
purpose  to  meet  particular  needs,  they  do  not  provide  the  wage- 
earner  with  a  sufficiently  direct  incentive  to  take  an  interest  in 
his  work,  stick  to  his  job  and  give  increased  production. 

Many  have  thought  that  where  it  was  impossible  for  the  great 
masses  to  enjoy  individual  ownership  this  sense  of  ownership 
might  be  supplied  through  public  ownership  by  the  municipality, 
State,  or  Nation.  But,  obviously,  there  is  no  more  direct  sense  of 
ownership  in  being  a  citizen  than  in  being  a  wage-earner  or  even  a 
holder  of  a  share  or  two  of  stock  in  a  $100,000,000  corporation. 
Moreover,  the  experience  of  the  past  few  years  has  shown  that 
the  public,  as  an  employer,  takes  no  more  interest  in  its  em¬ 
ployees  than  does  the  capitalist.  Even  in  publicly  owned  in¬ 
dustries,  therefore,  some  more  direct  sense  of  ownership  is  needed 
if  the  workers  are  to  feel  a  sufficiently  direct  incentive  to  increased 
production. 

The  stimulus  of  collective  bargaining.  Wherever  collective 
bargaining  is  established,  however,  the  wage-earners  have  an 
equal  vote  with  the  employers  in  the  fixing  of  wages,  which  is,  in 
effect,  deciding  on  the  division  of  the  wealth  produced  by  the 
industry.  Without  depriving  the  owners  or  directors  of  the  legal 
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title  to  the  business,  collective  bargaining  limits  their  absolute 
property  rights.  When  an  organization  of  the  workers  has  a 
fifty  per  cent  “say,”  the  owners  must  consult  with  labor  befoie 
dividing  the  product.  In  substance,  this  “say”  of  labor  becomes 
the  same  sort  of  right  that  the  owner  possesses.  In  addition, 
collective  bargaining  involves  the  surrender  by  the  employer  of 
his  absolute  right  to  discharge  without  proper  cause.  To  some 
people  this  may  appear  dangerous,  as  if  the  workers  were  taking 
over  the  industry  in  bolshevik  fashion.  But  these  features  of 
collective  bargaining  combine  to  give  the  worker  a  sense  of  owner¬ 
ship  in  the  industry  closely  akin  to  the  feeling  of  the  man  who 
works  his  own  farm  or  conducts  his  own  business.  And  if  what 
the  world  needs  is  the  powerful  incentive  to  industry  that  comes 
only  from  a  sense  of  ownership  in  the  industry,  then  why  should 
we  not  have  collective  bargaining  when  nothing  else  seems  to 
provide  that  needed  incentive?  To  employers  who  have  to  share 
their  power  over  industry  with  those  who  formerly  had  to  obey 
orders  without  question,  collective  bargaining  may  indeed  appear 
dangerous.  But  if  the  public  finds  that  this  method  of  dealing 
with  labor  organizations  does  promote  peace  and  production  in 
industry  without  suddenly  overturning  all  our  social  arrange¬ 
ments,  it  may  be  expected  to  support  this  movement  for  the 
democratization  of  industry. 

But  is  it  true  that  collective  bargaining  in  practice  results  in 
increased  interest  and  increased  production?  The  objection  will 
immediately  be  raised  that  to  give  a  share  of  control  to  the  unions 
is  to  give  power  over  industry  to  those  who  traditionally  oppose 
greater  production.  But  is  it  true  that  unionism  stands  in  opposi¬ 
tion  to  higher  productive  efficiency?  The  fact  that  curtailment 
of  production  exists  to-day  in  every  industry  in  the  country  belies 
that  charge,  for  the  vast  majority  of  working  people  are  unorgan¬ 
ized.  Thus,  in  the  textile  industries,  where  unionization  has  met 
defeat  after  defeat,  production  is  conspicuously  low.  The  tend¬ 
ency  of  the  union  to  restrict  production  is  simply  the  articulation 
by  organization  of  the  individual  workman’s  attitude.  More¬ 
over,  the  individual  workman  withholds  production  because  he 
has  no  guarantee  that  increased  production  will  be  profitable  to 
himself.  On  the  other  hand,  given  the  assurance  of  a  strong 
union  that  will  protect  him  in  the  fruits  of  his  additional  effort, 
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the  worker  gradually  gets  away  from  that  tendency  to  restrict 
output  which  he  develops  as  the  only  method  of  protecting  him¬ 
self  against  the  arbitrary  fixing  of  his  income  by  the  employer 
under  individual  bargaining. 

An  example.  This  was  amply  proved  by  the  increased  produc¬ 
tion  secured  during  the  war,  where  government  agencies  dealt 
with  organized  labor  or  required  employers  engaged  in  war  work 
to  do  so.  It  is  further  illustrated  by  a  case  involving  a  group  of 
pressers  in  the  Rochester  Clothing  Industry.  These  pressers 
wanted  to  earn  more  money.  They  were  getting  $29.00  a  week 
then  and  wanted  $35.00.  All  the  other  workers  were  getting  a 
$3.00  raise  at  that  time.  The  employers  told  these  pressers  that 
they  could  not  give  them  more  than  the  others  were  getting,  but 
that  if  they  would  undertake  to  increase  their  production  ten 
per  cent  they  would  be  given  an  additional  ten  per  cent  increase 
in  salary.  The  pressers  accepted  the  proposal  and  increased 
their  production  accordingly.  There  were  some  individuals  who 
wished  to  withhold  production  after  the  raise  in  wages  was 
granted;  but  the  union  saw  to  it  that  they  lived  up  to  their  ob¬ 
ligation  on  penalty  of  having  their  wages  reduced.  The  union 
was  able  to  do  this  by  insisting  that  every  individual  must  live 
up  to  the  rule  of  the  majority.  Moreover,  employers  in  Chicago 
and  Rochester,  who  have  within  the  last  year  or  two  entered  into 
collective  bargaining  arrangements  with  the  union  of  clothing 
workers,  have  stated  that  the  production  per  man  an  hour  in 
their  shops  has  actually  increased  under  this  arrangement,  al¬ 
though  this  was  a  time  when  most  other  industries  have  been 
suffering  from  curtailment  of  production. 

Under  such  an  arrangement  the  workers  can  no  longer  preach  the 
idea  that  anything  they  can  get  from  the  employer  is  justifiable, 
for  they  now  have  as  much  to  say  as  the  employer  in  determining 
the  division  of  the  product  of  the  industry.  The  union,  as  an 
organization,  can  no  longer  defend  restrictive  practices,  for  it  has 
assumed  a  responsibility  for  the  maintenance  of  output.  The 
union,  in  fact,  must  exercise  a  discipline  upon  its  own  members  in 
the  interest  of  keeping  up  production.  It  is  a  common  occurrence 
in  industries  where  collective  bargaining  prevails  for  a  union 
representative  to  convince  a  workman  or  group  of  workmen  that 
they  must  maintain  production.  In  a  Cleveland  plant  which 
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recently  entered  into  a  collective  bargaining  agreement  with  an 
international  union  of  the  American  Federation  of  Labor,  the 
superintendent  found  at  first  that  the  union  shop  committee  in 
the  plant  was  continually  bringing  complaints  against  the  man¬ 
agement  in  behalf  of  individual  employees.  The  superintendent 
thereupon  took  advantage  of  the  agreement  with  the  union  to 
file  complaints  with  the  committee  against  employees  whose 
efficiency  or  whose  production  was  not  properly  maintained. 
He  then  found  that  the  committee  was  as  quick  to  discipline  its 
own  people  when  the  case  was  clear  as  it  was  to  take  up  com¬ 
plaints  for  them.  And  where  the  discipline  was  democratically 
imposed  by  fellow  employees,  it  was  much  more  effective  in 
getting  results  than  orders  of  the  employer. 

Collective  bargaining  and  machine  processes.  Collective 
bargaining  has  brought  about  a  similar  change  in  the  attitude  of 
the  workers  toward  the  introduction  of  machinery  and  improved 
methods  of  production.  Here,  again,  the  individual  workman’s 
feeling  acquired  under  individual  bargaining  is  falsely  ascribed  to 
organized  labor,  for  the  man  who  joins  a  union  cannot  rid  himself, 
in  a  day,  of  the  feelings  acquired  through  years  of  experience. 
A  certain  degree  of  antagonism  to  improvements  must  always  be 
expected,  for  it  is  the  instinctive  opposition  of  all  human  beings 
to  changes  in  their  habits  or  methods  —  common  to  employers  as 
well  as  to  workers.  The  introduction  of  pressing  machines  has 
been  quite  a  problem  in  the  clothing  industry,  but  the  unions  have 
taken  a  stand  with  the  employers  in  approving  the  use  of  these 
machines,  and  with  the  aid  of  the  unions  the  introduction  of  the 
pressing  machines  has  been  made  much  more  easy,  even  though 
some  men  have  to  operate  two  or  three  machines.  Recently  in 
Boston,  however,  one  factory  wanted  to  return  to  the  use  of  hand 
irons.  The  workmen  objected  most  strenuously  to  this,  showing 
conclusively  that  it  is  not  machinery,  but  change  to  which  wage- 
earners  object.  It  was  the  representatives  of  the  union  who  suc¬ 
ceeded  in  getting  the  pressers  to  use  hand  irons;  the  employer 
could  not  do  it. 

Opposition  to  machinery  and  improved  methods  has  been  much 
accentuated  by  many  years  of  bitter  experience  under  individual 
bargaining  when  employers  used  these  to  the  workers’  detriment. 
It  will  be  recalled,  in  this  connection,  that  the  destruction  of 
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textile  machinery  in  England  during  the  thirties  was  done  not  by 
organized  labor,  but  by  unorganized  enraged  workmen. 

The  reason  for  this  is  plain  when  we  bear  in  mind  the  statement 
of  such  a  careful  historian  as  Professor  E.  P.  Cheney,  of  the  Uni¬ 
versity  of  Pennsylvania,  who,  at  a  recent  meeting  of  the  American 
Academy  of  Political  and  Social  Science  in  Philadelphia,  stated 
that  the  immediate  result  of  the  Industrial  Revolution  in  England 
that  ushered  in  the  factory  system  was  to  bring  more  misery  and 
poverty  to  the  great  masses  of  working  people  than  they  had 
suffered  before,  although  it  also  enriched  a  greater  number  than 
had  previously  enjoyed  riches. 

With  the  protection  to  the  workers’  interests  afforded  by 
collective  bargaining,  the  fear  of  the  loss  of  job  or  wages,  resulting 
from  improved  machinery  or  methods,  is  gradually  eliminated. 
What  may  be  accomplished  when  such  a  guaranty  is  provided  is 
illustrated  by  what  happened  at  the  time  of  the  introduction  of 
the  linotype  into  the  printing  industry.  Union  labor  withdrew 
its  opposition  and  assisted  in  the  introduction  of  these  machines 
when  it  received  assurances  that  the  former  typesetters  would  be 
employed  as  operators  of  the  linotype  machines. 

It  has  already  been  intimated  that  a  collective  bargaining 
arrangement  may  actively  assist  the  employer  in  introducing  new 
methods  and  machines.  Under  an  arrangement  whereby  the 
workers  are  guaranteed  an  equal  “say”  with  the  employers  in 
distributing  the  product  of  the  industry,  the  wage-earners  acquire 
an  interest  in  anything  that  will  add  to  the  size  of  the  amount  to 
be  distributed.  In  the  introduction  of  scientific  management  in  a 
shop,  a  union  may  be  especially  helpful.  I  know  of  a  shop  where 
scientific  managers  introduced  practically  a  complete  system 
without  any  serious  objection,  because  the  matter  was  previously 
taken  up  with  officials  who  called  meetings  of  the  employees  and 
explained  fully  the  nature  of  the  changes  to  be  made  and  that  the 
employer  had  a  right  to  make  such  changes  under  the  agreement 
with  the  union.  On  the  other  hand,  the  same  employer  a  short 
time  previously  had  a  great  deal  of  trouble  in  another  shop  when 
an  order  was  issued,  without  previous  consultation  with  the 
employees,  requiring  daily  records  of  work  to  be  kept  which  had 
never  been  done  before. 

.  It  is,  of  course,  a  common  occurrence  for  employees  to  become 


364  THE  ORGANIZED  LABOR  MOVEMENT 

unreasonably  aroused  over  some  change  proposed  or  instituted  in 
the  shop  by  the  management.  Any  one  familiar  with  collective 
agreements  between  unions  and  employers,  however,  can  cite 
instances  of  such  employees  going  to  union  officials  for  advice, 
and  on  receiving  assurances  from  these  that  the  change  would 
not  hurt  them  and  their  interests  would  be  protected,  returning  to 
work  under  the  new  conditions. 

Piecework.  Collective  bargaining  also  has  an  important  bear¬ 
ing  on  the  wage-earner’s  attitude  toward  piecework  or  other 
forms  of  payment  for  measured  production.  Most  workmen  do 
not  believe  in  equal  pay  for  all.  They,  who  do  the  same  work, 
want  to  get  the  same  pay,  but  they  also  insist  that  those  who  do 
more  than  others  should  be  paid  more.  When  workmen  have 
opposed  piecework,  generally,  it  has  not  been  because  they  were 
opposed  to  it  in  principle,  but  rather  because  they  were  opposed 
to  the  practice  of  employers  of  regulating  the  piece  rate  by  what 
they  consider  the  workman  ought  to  earn.  When,  under  col¬ 
lective  bargaining,  the  workers  feel  sure  of  the  strength  of  their 
organization  to  protect  their  earnings,  they  do  not  object  to 
piecework  or  other  forms  of  measured  production.  In  fact,  when 
the  workers  have  something  to  say  about  the  distribution  of  the 
wage  bill  they  begin  to  feel  strongly  that  the  distribution  ought  to 
be  according  to  each  worker’s  contribution.  Thus,  we  find  the 
tonnage  basis  and  piecework  accepted  without  question  as  the 
method  of  wage  payment  under  the  agreements  of  the  United 
Mine  Workers  of  America  and  of  the  United  Shoe  Workers. 
Where  unions  are  opposed  to  piecework,  it  will  usually  be  found 
either  that  they  are  not  strong  enough  to  contest  the  power  of  the 
employer,  or  else  the  quality  of  the  product  is  an  important  factor 
in  the  industry  and  that  quality  is  measured  by  an  examiner’s 
opinion  rather  than  a  mechanical  test.  In  both  the  women’s  and 
the  men’s  clothing  industry,  however,  where  such  quality  is  most 
important,  and  the  unions  have  insisted  on  week-work,  they  have 
also  agreed  that  standards  of  production  shall  be  established  for 
every  weekly  scale  of  wages,  which,  if  not  exactly  piecework,  is 
payment  for  measured  production. 

Industrial  interruptions.  A  highly  important  gain  to  produc¬ 
tion  from  collective  bargaining,  which  is  commonly  overlooked,  is 
the  lessening  of  interruptions  to  industries  caused  by  strikes. 
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lockouts,  stoppages  and  also  by  high  rates  of  labor  turnover. 
Trade-union  agreements  with  employers  usually  run  for  a  year  or 
other  stated  period  and  during  these  periods  strikes,  stoppages,  or 
lockouts  are  prohibited  and  arbitration  of  disputes  provided. 
Between  these  periods  the  general  tendency  is  for  strikes  and 
lockouts  to  decrease  as  soon  as  collective  bargaining  relations 
have  been  established  in  an  industry.  In  the  matter  of  labor 
turnover,  no  data  has  been  collected  to  enable  us  to  compare 
accurately  the  percentages  of  labor  turnover  in  plants  dealing 
with  unions  and  those  which  do  not  deal  with  unions.  It  is 
strikingly  noticeable,  however,  that  the  high  labor  turnover, 
which  has  been  a  matter  of  great  concern  to  industrial  managers 
during  the  last  few  years,  is  most  common  in  the  so-called  “open- 
shop”  industries,  whereas  the  industries  and  occupations  which 
are  unionized  have  a  comparatively  low  labor  turnover. 

There  is  a  common  superstitious  belief  that  democracy  is 
always  less  efficient  than  autocracy,  and  therefore  industrial  effi¬ 
ciency  is  bound  to  suffer  to  the  extent  that  democracy  is  intro¬ 
duced  into  the  industry.  To  the  boss,  the  foreman,  the  superin¬ 
tendent  or  the  employer,  whose  word  has  been  law  to  his  em¬ 
ployees,  it  may  appear  most  absurdly  inefficient  that  he  should 
have  to  discuss  his  orders  with  his  employees  and  consult  them 
about  his  policies.  But  when  we  remember  that  it  has  been  his 
rule  that  brought  us  opposition  to  machinery  and  improved 
methods  from  the  workers,  restriction  of  output,  strikes  and 
lockouts,  labor  turnover  of  400  or  500  per  cent  and  more  and  the 
great  decrease  in  production  that  most  industries  now  suffer,  it 
must  be  quite  plain  that  there  is  nothing  efficient  about  autocratic 
control  of  industry. 

UrT  the  other  hand,  it  is  not  sufficient  merely  to  curb  the 
employer’s  absolute  power  and  establish  the  wage-earner’s  rights 
in  industry  through  collective  bargaining.  This  is  the  negative 
democracy  that  confuses  liberty  with  freedom  from  interference. 
To  be  efficient,  democracy  must  be  positive  and  constructive,  and 
deliberately  organized  to  do  the  things  which  autocracy  has  failed 
to' accomplish.  Collective  bargaining  and  trade-unionism  in 
industry  must  have  administrative  agencies  for  seeing  to  it  that 
the  problems  of  labor  management,  such  as  increasing  produc¬ 
tion,  progressive  improvement  in  methods  and  technique,  wage- 
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payment  for  service  rendered  and  discipline  of  employees,  are 
properly  and  efficiently  handled. 

Administration  of  collective  bargaining  agreements.  Have  the 
collective  bargaining  agreements  between  employers  and  trade 
unions  developed  such  administrative  agencies?  No  one  who  has 
studied  the  history  of  trade  agreements  in  the  coal-mining  in¬ 
dustry,  stove-moulding,  printing  trades,  on  the  railroads  and  in 
the  clothing  and  building  trades,  can  have  any  doubt  that  such 
agencies  are  developed  where  the  collective-bargaining  relations 
are  maintained  for  a  sufficient  length  of  time  to  permit  it.  In  the 
first  place,  the  unions  in  their  own  local  units,  district  council, 
conventions  and  executive  boards  establish  that  control  and 
discipline  of  individual  members  which  is  essential  in  industry, 
and  which  because  it  is  democratic,  is  more  effective  than  the 
employer’s  efforts  at  control.  Secondly,  when  the  agreements 
are  made  there  are  always  joint  meetings  of  representatives  of  the 
employers  and  the  workers  who  have  a  mutual  veto  on  each 
other’s  acts  and  who  together  legislate  for  the  industry.  Thus, 
the  point  of  view  of  both  labor  and  capital  are  considered  in  all 
legislation  and  each  gets  a  thorough  understanding  of  the  pro¬ 
blems  and  purposes  of  the  other. 

Then,  during  the  intermission  between  meetings,  officials  of  the 
organizations  of  both  parties  and  committees  of  both  employers 
and  employees  are  in  constant  contact  for  the  purpose  of  adjusting 
disputes  and  settling  complaints  and  grievances  of  both  sides. 
Thus,  there  are  trained  in  a  school  of  experience  expert  labor 
administrators  who  are  able  to  give  to  employers  that  technique 
and  knowledge  of  handling  human  beings  which  has  been  con¬ 
spicuously  lacking  in  the  management  of  industry.  At  the  same 
time,  it  gives  to  the  wage-earners  labor  officials  who  are  not  only 
expert  union  organizers,  but  who  understand  also  the  problems  of 
the  management  and  the  financial  side  of  the  industry. 

Finally,  practically  all  trade  agreements  between  unions  and 
employers  contain  arbitration  clauses.  This  is  the  rudimentary 
form  of  the  judicial  function  in  the  constitutional  government  of 
industry.  It  has  been  the  weakest  point  in  the  collective  bargain¬ 
ing  machinery  because  both  employers  and  wage-earners  were 
most  interested  in  establishing  and  defining  their  rights.  They 
rightfully  objected  to  any  outsider,  coming  in  as  an  arbitrator, 
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doing  that  for  them.  In  recent  years,  however,  it  has  become 
more  and  more  plain  that  the  agreements  made  and  amended 
from  time  to  time  by  representatives  of  the  employers  and  the 
workers  are  the  real  constitutions  and  laws  of  the  industries. 
Not  an  arbitrator,  in  the  sense  of  umpire  or  referee,  is  needed,  but 
a  man  or  board  that  will  be  partly  a  court  and  partly  an  ad¬ 
ministrative  agency  to  carry  the  laws  into  effect.  The  Work¬ 
men’s  Compensation  Commissions  offer  a  good  analogy.  It  was 
found  that  compensation  laws  do  not  work  out  unless  there  is 
good  administrative  machinery  to  make  them  work,  and  trial 
boards,  without  all  the  legalistic  methods  of  the  courts,  to  adjudi¬ 
cate  disputes  under  the  laws.  In  such  a  manner  trade  agree¬ 
ments  entered  into  by  collective  bargaining  do  not  work  out  satis¬ 
factorily  of  themselves.  They  need  administration,  interpreta¬ 
tion  and  application  to  particular  cases  from  day  to  day,  and  for 
this  a  labor  adjustment  board  or  industrial  court  of  some  kind  is 
necessary. 

With  this  developed,  to  complete  the  administrative  machinery 
of  collective  bargaining,  we  have  a  complete  system  of  constitu¬ 
tional  government  in  industry,  modeled  on  the  basis  of  experience, 
and  capable  of  handling  efficiently  and  constructively  all  the 
problems  of  modern  production.  It  is  bound  to  grow  and  survive 
as  the  prevailing  type  of  labor  management,  because  industrial 
monarchy  with  its  insistence  on  individual  bargaining  has  already 
broken  down  in  its  inability  to  get  production  from  the  wage- 
earners. 


5.  Union  Attitude  Toward  Machinery  1 


Labor’s  attitude  toward  machinery.  A  generation  ago  it  was 
assumed,  as  a  matter  of  course,  by  almost  every  educated  person, 
that  it  was  a  cardinal  tenet  of  trade-unionism  to  oppose  machin¬ 
ery  and  the  introduction  of  improved  processes  of  manufacture. 
“Trade  unions,”  said  a  well-known  critic  of  the  workmen  in  i860, 
“have  ever  naturally  opposed  the  introduction  of  machinery,  such 
introduction  tending  apparently  to  reduce  the  amount  of  manual 
labor  needed,  and  thus  pressing  on  the  majority.  No  trade  union 
ever  encouraged  invention.”  In  support  of  this  opinion  might 

1  From  Industrial  Democracy,  by  Sidney  and  Beatrice  Webb,  pp.  392-400.  Long¬ 
mans,  Green  &  Co.,  publishers. 
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have  been  quoted,  for  instance,  the  editor  of  the  Potters’  Ex¬ 
aminer,  an  influential  leader  of  the  Potters’  Trade  Unions,  who 
in  1844  could  still  confidently  appeal  to  experience  in  ascribing 
all  the  evils  of  the  factory  operatives  to  this  one  cause.  “Ma¬ 
chinery,”  he  wrote,  “has  done  the  work.  Machinery  has  left 
them  in  rags  and  without  any  wages  at  all.  Machinery  has 
crowded  them  in  cellars,  has  immured  them  in  prisons  worse  than 
Parisian  bastilles,  has  forced  them  from  their  country  to  seek  in 
other  lands  the  bread  denied  to  them  here.  I  look  upon  all  im¬ 
provements  which  tend  to  lessen  the  demand  for  human  labor  as 
the  deadliest  curse  that  could  possibly  fall  on  the  heads  of  our 
working  classes,  and  I  hold  it  to  be  the  duty  of  every  working 
potter  —  the  highest  duty  —  to  obstruct  by  all  legal  means  the 
introduction  of  the  scourge  into  any  branch  of  his  trade.” 

Nowadays  we  hear  no  such  complaints.  When,  in  1892,  Pro¬ 
fessor  Marshall  published  a  careful  criticism  of  trade-union  policy 
and  its  results,  he  deliberately  refrained  from  taking  into  account, 
or  even  mentioning,  the  traditional  hostility  of  trade  unions  to 
inventions  or  machinery.  And  when,  in  1894,  the  Royal  Com¬ 
mission  on  Labor  reported  the  result  of  its  three  years’  elaborate 
and  costly  inquiry  into  the  claims  and  proceedings  of  the  work¬ 
men’s  organizations,  it  found  no  reason  to  repair  this  significant 
omission.  The  Commissioners  heard  the  complaints  of  em¬ 
ployers  in  every  trade,  and  certainly  exhibited  no  desire  to  gloss 
over  the  faults  of  the  workmen.  But  if  we  may  trust  the  sum¬ 
mary  of  evidence  embodied  in  the  lengthy  majority  report,  re¬ 
sistance  to  machinery  no  longer  forms  part  of  the  procedure  of 
British  trade-unionism.  Although  the  Commissioners  analyzed 
the  “rules  and  regulations”  of  hundreds  of  separate  trade  unions, 
in  none  of  them  did  it  discover  any  trace  of  antagonism  to  inven¬ 
tion  or  improvement. 

The  fact  is  that  trade-unionism  on  this  subject  has  changed  its 
attitude.  It  is  quite  true  that  during  the  first  half  of  the  century 
the  trade-unionist  view  was  that  so  forcibly  expressed  in  the 
Potters’  Examiner.  But  in  18 59  it  was  noticed  by  a  contemporary 
scientific  observer  that  neither  the  trade  unions  in  general,  nor 
even  those  in  the  same  industry,  showed  any  real  sympathy  with 
the  Northamptonshire  bootmakers’  strike  against  the  sewing- 
machine,  “deeming  it  neither  desirable  nor  practical  to  resist  the 
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extension  of  mechanical  improvements,  although  very  sensible  of 
the  inconvenience  and  suffering  that  are  sometimes  caused  by  a 
rapid  change  in  the  nature  and  extent  of  the  employment  afforded 
in  any  particular  trade.”  In  1862  the  Liverpool  Coopers,  who 
had  formally  boycotted  machinery  in  1853,  resolved  “that  we 
permit  any  member  of  this  society  to  go  to  work  at  the  steam 
cooperage.”  During  this  decade  the  Monthly  Circular  of  the 
Friendly  Society  of  Ironmolders  contains  numerous  earnest  ex¬ 
hortations  by  the  executive  committee  to  the  members  not  to 
resist  “the  iron  man,”  the  new  machine  for  iron-molding.  “It 
may  go  against  the  grain,”  they  say  in  December,  1864,  “for  us 
to  fraternize  with  what  we  consider  innovations,  but  depend  upon 
it,  it  will  be  our  best  policy  to  lay  hold  of  these  improvements  and 
make  them  subservient  to  our  best  interests.”  The  United 
Society  of  Brushmakers,  which  had  in  1863  and  1867  supported 
its  members  in  refusing  to  bore  work  by  steam  machinery,  and 
had  formally  declared  that  they  must  “on  no  account  set  work 
bored  by  steam  by  strangers,”  revised  its  rules  in  1868,  and 
decided  “that  should  any  of  our  employers  wish  to  introduce 
steam  power  for  boring,  no  opposition  shall  be  offered  by  any  of 
our  divisions,  but  each  division  shall  have  the  discretionary 
power  of  deciding  the  advantage  derived  from  its  use.”  These 
conversions  gain  in  emphasis  and  definiteness  from  decade  to 
decade,  until,  at  the  present  day,  no  declaration  against  innova¬ 
tions  or  improvements  would  receive  support  from  the  Trade 
Union  Congress  or  any  similar  gathering.  Among  all  the 
thousand-and-one  rules  of  existing  trade  unions  we  have  dis¬ 
covered  only  a  single  survival  of  the  old  irreconcilable  prohibition, 
and  that  in  a  tiny  local  industry,  which  is  rapidly  fading  away. 
The  Operative  Pearl  Button  and  Stud  Workers’  Protection 
Society,  established  at  Birmingham  in  1843,  and  numbering 
about  five  hundred  members,  enjoys  the  distinction  of  being,  so 
far  as  we  are  aware,  the  only  British  trade  union  which  still  pro¬ 
hibits  working  by  machinery.  Its  latest  “Rules  and  Regula¬ 
tions”  declare  “that  the  system  of  centering  by  the  engine  be 
annihilated  in  toto,  and  any  member  countenancing  the  system 
direct  or  indirect  shall  be  subject  to  a  fine  of  two  pounds.  Any 
member  of  the  society  working  at  the  trade  by  means  of  mill- 
power,  either  direct  or  indirect,  shall  be  subject  to  a  fine  of  five 
pounds.” 
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Causes  of  present  opposition.  But  every  newspaper  reader 
knows  that  the  introduction  of  machinery  still  causes  disputes  and 
strikes;  and  no  doubt  many  excellent  citizens  still  pass  by  the 
reports  of  such  disputes  as  records  of  the  old  vain  struggle  of  the 
handworker  against  the  advance  of  industrial  civilization.  An 
examination  of  the  reports  would,  however,  show  that  the  dispute 
now  arises,  not  on  the  question  whether  machinery  should  be 
introduced,  but  about  the  conditions  of  its  introduction.  The 
change  has  even  gone  so  far  that  there  are  now,  as  we  shall  show, 
instances  of  trouble  being  caused  by  trade  unions  putting  pressure 
on  old-fashioned  employers  to  compel  them  to  adopt  the  newest 
inventions.  The  typical  dispute  to-day  is  a  dispute  as  to  terms. 
The  adoption  of  a  new  machine,  or  the  introduction  of  a  new 
process,  in  superseding  an  old  method  of  production,  usually 
upsets  the  rates  of  wages  based  on  the  older  method,  and  renders 
necessary  a  fresh  scale  of  payment.  If  wages  are  reckoned  by  the 
piece,  the  employers  will  seek  to  reduce  the  rate  per  piece;  if  by 
time,  the  workers  will  claim  a  rise  for  the  increased  intensity  and 
strain  of  the  newer  and  swifter  process.  In  either  case  the  read¬ 
justment  will  involve  more  or  less  higgling,  in  which  the  points  at 
issue  are  seldom  confined  merely  to  the  amount  of  remuneration. 
The  degree  of  difficulty  in  any  such  readjustment  will  depend  on 
the  good  sense  of  the  parties  to  the  negotiations;  and  in  this  as  in 
other  matters  good  sense  has  to  be  acquired  by  experience. 
Some  industries,  cotton-spinning,  for  example,  have  had  a  century 
of  experience  of  readjustments  of  this  kind,  which  have  accord¬ 
ingly  become  a  matter  of  routine.  But  in  trades  in  which  the 
use  of  machinery,  and  even  the  factory  system  itself,  are  still 
comparatively  new  developments,  the  readjustments  are  seldom 
arrived  at  without  a  struggle. 

An  example.  As  a  typical  instance  of  a  trade  in  this  stage,  take 
the  modern  factory  industry  of  boot  and  shoe  manufacture,  which 
is  notorious  for  incessant  disputes  about  the  introduction  of 
machinery.  In  this  trade  the  compact  little  union  of  handi¬ 
craftsmen,  working  for  rich  customers,  has  long  since  been  out¬ 
stripped  by  its  offshoot,  the  National  Union  of  Boot  and  Shoe 
Operatives,  formed  exclusively  of  factory  workers,  and  number¬ 
ing,  at  the  end  of  1896,  37,000  members.  We  have  here  an 
industry  which  is  being  incessantly  revolutionized  by  an  almost 
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perpetual  stream  of  new  inventions  and  new  applications  of  the 
old  machines.  The  workmen  are  noted  for  their  turbulence, 
want  of  discipline,  and  lack  of  education.  The  employers,  them¬ 
selves  new  capitalists  without  traditions,  exposed  to  keen  rivalry 
from  foreign  competitors,  are  eager  to  take  the  utmost  advantage 
of  every  chance.  The  disputes  are  endless,  and  the  prolonged 
conference  proceedings,  the  elaborate  arguments  before  the  arbi¬ 
trators,  and  the  complicated  agreements  with  the  employers  are 
all  printed  in  full,  affording  a  complete  picture  of  the  attitudes 
taken  up  by  the  masters  and  the  men. 

The  employers’  indictment  of  the  operatives  has  been  graphi¬ 
cally  summed  up  by  their  principal  literary  spokesman.  “It  is 
true,”  says  the  editor  of  the  employers’  journal,  “that  objection 
does  not  take  the  form  of  rattening  or  direct  refusal  to  work  with 
the  machines;  experience  has  taught  the  union  a  more  efficacious 
way  of  marshaling  the  forces  of  opposition.  To  say  openly  that 
labor-saving  appliances  were  objected  to  would  be  to  estrange 
that  public  sympathy  without  which  trade-unionism  finds  itself 
unable  to  live.  So  other  methods  are  adopted.  The  work  done 
by  the  machines  is  belittled;  it  is  urged  that  no  saving  of  labor  is 
effected  by  their  use;  the  men  working  the  machines  exercise  all 
their  ingenuity  in  making  machine  work  as  expensive  as  hand 
labor.  There  exists  among  workmen  what  amounts  to  a  tacit 
understanding  that  only  so  much  work  shall  be  done  within  a 
certain  time,  and,  no  matter  what  machines  are  introduced,  the 
men  conspire  to  prevent  any  saving  being  effected  by  their  aid. 
It  is  of  no  use  to  mince  words.  The  unions  are  engaged  in  a 
gigantic  conspiracy  to  hinder  and  retard  the  development  of 
labor-saving  appliances  in  this  country.  The  action  of  their 
members  in  failing  to  exercise  due  diligence  in  working  new 
machines  is  equivalent  to  absolute  dishonesty.  It  is,  indeed, 
positively  painful  to  any  one  who  has  been  accustomed  to  see,  for 
example,  finishing  machinery  running  in  American  factories,  to 
watch  English  operatives  using  the  same  machines.  In  America 
the  men  work,  they  run  the  machines  to  their  utmost  capacity, 
and  vie  with  each  other  in  their  endeavor  to  get  through  as  much 
work  as  possible.  But  in  an  English  factory  they  seem  to  loaf 
away  their  time  in  a  manner  which  is  perfectly  exasperating.  If 
they  rim  a  machine  for  five  minutes  at  full  speed,  they  seem  to 
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think  it  necessary  to  stop  it  and  see  that  no  breakage  has  oc¬ 
curred.  Then  they  walk  about  the  shop,  and  borrow  an  oil-can 
or  a  spanner,  wherewith  to  do  some  totally  unnecessary  thing. 
This  occupies  anywhere  from  five  minutes  to  an  hour,  and  then 
the  machine  is  run  on  again  for  a  few  minutes;  and  if  the  operator 
is  questioned,  he  says,  ‘machines  are  no  good;  I  could  do  the  work 
quicker  and  better  by  hand.’  And  so  he  could,  for  he  takes  care 
not  to  allow  a  machine  to  beat  a  shopmate  working  by  hand  on 
the  same  job,  and,  in  short,  does  all  he  can  to  induce  manu¬ 
facturers  to  abandon  mechanical  devices  and  go  back  to  hand 
labor.  The  spirit  of  comradeship  is  carried  to  a  ridiculous  extent, 
and  no  man  dare  do  the  best  he  can,  lest  his  fellow  workmen 
should  be,  as  he  foolishly  thinks,  injured.  ...  It  seems  to  be  a 
settled  policy  with  the  men,  not  to  try  to  earn  as  much  money  as 
possible  per  week,  but  as  much  as  possible  per  job,  in  other  words, 
to  keep  the  cost  of  production  as  high  as  possible.” 

The  clue  to  the  difficulty.  Assuming  all  this  to  be  true  in  fact  — ■ 
and,  so  far,  at  any  rate,  as  times  of  strained  relations  are  con¬ 
cerned,  there  is  no  reason  to  question  its  accuracy  —  let  us 
supplement  it  by  two  other  facts  which  would  hardly  have  been 
inferred  from  it.  First,  that  in  the  American  boot  factories  which 
work  at  such  high  pressure,  the  high  pressure  is  invariably  paid 
for  by  piecework  rates.  Second,  that  in  England  it  is  the  work¬ 
men  who  demand  that,  in  conjunction  with  the  new  machines, 
they  should  be  allowed  to  work  by  the  piece,  as  they  have  hitherto 
been  accustomed,  and  that  it  is  the  employers  who  have  resolutely 
insisted  on  taking  the  opportunity  of  changing  to  fixed  day  wages. 
Here  lies  the  clue  to  the  whole  difficulty.  We  have  already 
explained,  in  connection  with  the  cotton-spinners,  how  piecework 
is  the  only  possible  protection  of  the  standard  rate  for  men  who 
are  working  machines  of  which  the  rate  of  speed  is  always  being 
increased.  On  such  machines  payment  by  the  hour,  day,  or 
week  involves  the  exacting  from  the  operative  an  ever-increasing 
task  of  work  in  return  for  the  old  wages.  In  the  case  of  the  boot 
operatives  the  question  is  complicated  by  the  fact  that  the  new 
machines  have  introduced  a  new  organization  of  the  factory,  the 
workman  steadily  becoming  less  and  less  of  an  individual  producer 
working  at  his  own  speed,  and  more  and  more  a  member  of  a 
“team,”  or  set  of  operatives  each  performing  a  small  part  of  the 
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process,  and  thus  obliged  to  keep  up  with  each  other.  This 
enforced  “speeding-up”  would  be  all  very  well  if  the  old  plan  oi 
paying  by  the  piece  were  continued.  But  when  the  “more 
efficient  organization  of  labor”  is  coupled  with  the  introduction 
of  a  fixed  day  wage,  the  workmen  see  in  it  an  attempt  to  lower  the 
standard  rate  of  remuneration  for  effort,  by  getting  more  labor  in 
return  for  the  old  payment. 

This  position  the  employers  fail  even  to  comprehend.  “I 
know,”  said  the  President  of  the  Employers’  Association  in  1894, 
“that  it  will  be  said  it  is  slavery,  pace-making,  and  driving,  and 
that  sort  of  thing.  .  .  .  But  the  manufacturers  contend  that  that  is 
not  so.  For  instance,  when  men  are  put  to  work  in  a  team,  they 
are  waited  on  hand  and  foot,  and  they  are  never  kept  waiting  for 
anything,  whereas  when  they  have  to  ‘shop’  their  [own]  work  a 
waste  of  time  is  involved.  That  time  is  saved  under  the  team 
system.”  It  is  part  of  the  brain-worker’s  usual  ignorance  of  the 
conditions  of  manual  labor  that  the  leaders  of  the  employers 
could  na'ively  imagine  that  to  be  “never  kept  waiting  for  any¬ 
thing”  is  an  advantage  to  the  man  paid  a  fixed  daily  wage.  To 
the  workman  it  means  being  kept  incessantly  toiling  at  the  very 
top  of  his  speed  for  the  whole  nine  hours  of  the  factory  day. 
When  this  high  pressure  is  demanded  for  the  old  earnings,  it 
amounts  to  a  clear  attempt  to  lower  the  standard  rate.  How  this 
attitude  strikes  an  employer  in  the  same  trade,  conversant  with 
American  conditions,  may  be  judged  from  the  following  in¬ 
structive  letter  written  in  reply  to  the  editorial  first  quoted:  “Let 
us  take  a  look  into  an  English  machinery-equipped  factory. 
What  do  we  see  there?  Precisely  what  you  state,  only  much 
worse.  The  workmen,  or  very  often  boys,  who  work  on  weekly 
wages,  try  how  little  work  they  can  do  and  how  badly  they  can 
do  that  little.  They  don’t  seem  to  care  a  scrap  so  long  as  they 
get  the  time  over,  and  are  glad  when  the  time  comes  to  clear  out 
of  the  factory  and  the  day’s  monotony  is  over.  They  are  con-1 
tinually  meddling  with  their  machines  and  throwing  them  out  of 
order.  Then  the  engineer  has  to  be  called  in.  The  result  is  a 
loss  of  time,  a  loss  of  work,  and  expense  also.  All  this  to  my 
mind  arises  from  a  mistaken  policy  which  English  manufacturers 
adopt  in  employing  so  much  boy  labor  and  the  weekly  wages 
system.  If  the  piecework  system  were  adopted,  and  only  expert 
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men  employed  on  the  machines,  better  work  would  be  the  result, 
at  less  cost,  and  the  workman  would  earn  higher  wages.  Is  not 
that  the  secret  why  an  American  manufacturer  can  produce  his 
goods  at  a  lower  labor  cost  than  similar  goods  can  be  produced  in 
this  country,  while  at  the  same  time  the  American  operative  is 
earning  much  higher  wages  than  his  English  brother?  ” 

6.  The  Closed  Shop  1 

Argument  for  the  open  shop.  To  many  persons  the  closed  shop 
seems  an  arbitrary  institution  which  could  well  be  abandoned 
without  injury  to  the  cause  of  organized  labor.  In  their  view  the 
exclusion  of  non-unionists  from  employment  is  for  no  ostensible 
reason  except  to  exercise  accidental  power  or  wantonly  to  deprive 
certain  workmen  of  a  livelihood.  The  friends  of  union  labor  who 
take  this  view  wish  to  see  the  open  shop  universally  established. 
Under  the  open  shop  it  is  claimed  that  both  union  and  non-union 
men  would  receive  fair  treatment,  as  discrimination  in  employ¬ 
ment  would  not  exist.  Employers,  it  is  said,  would  not  try  to 
abolish  collective  bargaining,  since  they  are  not  only  ready  but 
anxious  to  make  contracts  with  the  “proper  kind”  of  unions. 
Finally,  the  friends  of  the  open  shop  declare  that  a  properly  con¬ 
ducted  union  can  attract  non-unionists  to  itself  by  means  of  bene¬ 
ficial,  social,  and  educational  features.  To  illustrate  how  well 
labor  organizations  can  succeed  without  discriminating  against 
non-members,  attention  has  usually  been  called  to  the  four  great 
railway  brotherhoods,  the  Locomotive  Engineers,  the  Railway 
Conductors,  the  Locomotive  Firemen  and  Enginemen,  and  the 
Railroad  Trainmen.  These  organizations  are  admittedly  strong 
and  vigorous,  beyond  the  majority  of  American  trade  unions, 
although  they  do  not  refuse  to  work  with  non-unionists. 

The  case  of  the  unions:  Discipline.  In  answer  to  such  criticism 
the  closed-shop  unions  have  explained  at  some  length  their 
motives  in  requiring  the  exclusive  employment  of  union  members. 
In  the  first  place,  they  claim  that  the  closed  shop  is  necessary  to 
enforce  discipline  over  union  members.  If  the  union  scale  and 
the  rules  are  to  be  enforced,  there  must  be  some  sufficient  penalty 
attached  to  their  violation.  The  fear  of  exclusion  from  employ- 

1  From  The  Closed  Shop  in  American  Trade  Unions,  by  Frank  T.  Stockton,  pp. 
153-64.  The  Johns  Hopkins  Press,  publishers. 


ECONOMIC  PROGRAM  OF  LABOR  375 

ment  is  considered  the  “best  possible  means”  of  holding  members 
“  to  fidelity  to  the  union.”  There  is  no  penalty  which  a  workman 
fears  so  much  as  that  of  being  deprived  of  his  employment  and 
possibly  of  his  livelihood.  This  is  the  punishment  administered 
to  him  in  case  he  violates  union  rules  or  wage  scales  in  an  estab¬ 
lishment  where  the  closed  shop  is  enforced.  Neither  social 
ostracism  nor  loss  of  the  right  to  share  in  accumulated  union  funds 
can  compare  in  rigor  with  exclusion  from  a  trade. 

Protection  of  standard  rate.  Moreover,  it  is  argued  that 
unless  a  union  has  complete  control  over  the  workmen  in  a  shop  it 
cannot  prevent  non-unionists  from  rendering  its  rules  ineffective. 
Particularly  is  this  the  case  if  the  open  shop  involves  the  use  of 
individual  agreements.  Non-union  men  are  then  not  restrained 
from  working  under  whatever  conditions  they  see  fit.  Although 
union  men  may  agree  among  themselves  to  work  only  for  certain 
wages,  non-unionists  often  prove  “subservient”  enough  to  work 
for  less.  The  employer  naturally  favors  the  cheaper  men  and 
will  endeavor  to  fill  his  shop  with  them.  Accordingly  one  by  one 
union  men  will  be  discharged  when  non-unionists  can  be  secured. 
The  open  shop,  therefore,  “means  only  an  open  door  through 
which  to  turn  the  union  man  out  and  bring  the  non-union  man 
in  to  take  his  place.”  “Weak-kneed”  union  men  who  do  not 
wish  to  lose  their  jobs  will  follow  the  example  of  the  non-unionists 
and  accept  reductions  in  their  wages.  In  a  short  while  the  wage 
scale  has  been  hopelessly  undermined.  “The  result  of  a  number 
of  non-unionists  cutting  wages  or  the  price  of  work  is  like  the 
existence,  in  a  community  of  healthy  people,  of  a  man  afflicted 
by  a  contagious  disease.”  The  open  shop  thus  compels  organized 
workmen  to  give  way  to  the  unorganized. 

Enforcement  of  collective  bargain.  The  closed-shop  unions 
also  claim  that  the  open  shop  makes  collective  bargaining  to  a 
large  extent  ineffective.  Employers  in  trade  agreements  are 
“constantly  seeking  to  extend  the  responsibility  of  trade  unions.” 
“To  meet  this  responsibility  it  is  incumbent  upon  the  labor 
organizations  to  exercise  jurisdiction  over  all  the  men  employed  in 
the  same  shop,  over  all  those  working  at  a  given  trade  or  calling, 
otherwise  the  unions  will  be  powerless  to  enforce  any  contract.” 
A  bulletin  of  the  American  Federation  of  Labor  sets  forth  that 
“the  agreement ...  of  organized  labor  with  employers  depends 
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for  its  success  not  only  upon  the  good  will  of  the  union  and  the 
employer  toward  each  other,  but  that  neither  shall  be  subject  to 
the  irresponsibility  or  lack  of  intelligence  of  the  non-unionist  or 
his  failure  to  act  in  concert  with,  and  bear  the  equal  responsi¬ 
bility  of,  the  unionists.”  Only  when  the  closed  shop  is  enforced 
are  all  workmen  in  an  establishment  equally  responsible  for  the 
observance  of  a  collective  contract  with  the  employer,  since  all 
are  then  parties  to  it  and  can  be  severely  disciplined  if  they 
violate  its  provisions.  Only  under  such  conditions  do  the  unions 
consider  that  collective  bargaining  becomes  “complete,  effective, 
successful.” 

Defense  against  victimization.  The  unions  also  claim  that  the 
continued  presence  of  non-union  men  in  a  shop  is  likely  to  make 
for  a  completely  non-union  shop.  A  prominent  spokesman  for 
the  unions  recently  said:  “The  promotions,  the  easy  place,  the 
favors,  all  fall  to  the  non-union  workman,  whose  presence  and 
whose  attitude  is  ever  helpful  to  the  employer  and  a  menace  to 
his  fellow  workman.  If  some  one  is  to  be  relieved  for  a  day,  if  a 
laborer  is  given  extra  work,  if  a  workman  is  specially  commis¬ 
sioned  for  an  important  duty,  and  if  some  one  is  to  be  promoted, 
it  is  always  the  non-union  man.  This  is  his  reward  for  minding 
his  own  business.  .  .  .  Union  men  are  much  like  other  men.  They 
cannot  long  be  persuaded  to  pay  dues,  to  make  sacrifices  for  their 
organization,  when  they  find  that  others  are  favored  or  promoted 
over  them,  or  receive  special  privileges  because  they  are  non¬ 
union  men.” 

That  many  open-shop  employers  have  discriminated  against 
union  men  cannot  be  denied.  Although  they  have  usually 
avoided  “victimizing”  them  openly,  yet  they  have  easily  found 
pretexts  on  which  to  discharge  union  men,  especially  officers  and 
“agitators.”  The  laws  passed  in  several  States  and  by  Congress 
against  the  discharge  of  workmen  because  of  union  membership 
have  been  for  the  most  part  held  to  be  unconstitutional.  The 
only  effective  defense  that  a  union  can  make  against  an  employer 
who  discriminates  against  its  members  is  to  discriminate  against 
non-unionists.  In  closed  shops  the  danger  that  the  employer  will 
gradually  eliminate  the  unionists  is  not  present.  In  these  shops 
all  workmen  of  a  certain  class  receive  uniform  pay,  and  work  the 
same  number  of  hours  under  identical  conditions.  The  advocates 
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of  the  closed  shop  contend,  however,  that  even  if  all  employees 
are  paid  at  the  same  rate  and  no  preference  is  shown  to  non- 
unionists,  there  would  still  be,  in  most  trades,  a  disastrous  falling 
off  in  union  membership  in  such  shops.  Non-union  men  would 
receive  all  the  advantages  of  the  improvement  of  working  condi¬ 
tions  obtained  by  the  union,  and  yet  contribute  nothing  to  the 
support  of  the  organization.  When  union  members  see  that  they 
are  bearing  burdens  from  which  the  non-unionists  escape,  they 
will  be  likely  to  drop  their  membership. 

A  “sentimental”  argument  has  also  been  advanced  in  favor  of 
the  closed  shop  as  a  trade-union  device.  Non-union  men,  it  is 
said,  are  “industrial  parasites”  who  do  nothing  to  help  organized 
labor  fight  its  battles.  “To  say  that  the  fruits  of  victory  should 
come  without  effort,  nay,  as  a  reward  for  cowardice  and  dis¬ 
loyalty,  is  neither  right  in  the  realm  of  ethics  or  in  the  practical 
work-a-day  world.”  Consequently  the  non-unionist  “should  not 
consider  it  a  grievance  if  at  the  conclusion  of  a  successful  strike 
he  should  be  invited  to  join  the  union  or  work  only  with  other 
non-unionists.  . . .  All  that  is  demanded  is  that  the  cost  and 
burdens  of  union  management  and  action  be  fairly  shared  by 
these  men  in  the  future.”  This  argument  fails  to  take  account  of 
the  real  motives  for  excluding  non-unionists.  Although  resent¬ 
ment  has  often  been  aroused  against  non-unionists  because  they 
escape  paying  dues,  as,  for  example,  among  the  paper  makers, 
there  would  be  no  discrimination  against  them  if  their  presence 
did  not  endanger  the  enforcement  of  union  wages  and  shop  rules. 
Among  the  railroad  trainmen,  for  instance,  there  have  been  no 
protests  against  the  employment  of  non-members  for  “senti¬ 
mental”  reasons.  This  is  because  the  open  shop  is  not  a  menace 
in  railroad  work. 

Increase  of  union  membership.  An  argument  for  the  closed 
shop  of  which  much  has  been  made  is  that  it  increases  trade-union 
membership.  Experience  has  shown  that  there  are  always  a 
large  number  of  workmen  “in  and  out  of  the  union.”  They  are 
“in  the  union”  when  they  obtain  a  job  in  a  closed  shop;  they  are 
“out  of  the  union”  when  they  work  in  a  shop  where  a  union  card 
is  not  necessary.  It  has  been  said  that  “the  mere  closing  of  one 
door  to  the  non-unionist  is  the  best  argument  to  him  for  applica¬ 
tion.”  Instances  of  marvelous  growth  in  membership  following' 
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the  introduction  of  the  card  system  have  also  been  frequently 
reported. 

A  recent  writer,  in  dealing  with  a  typical  American  trade  union, 
indicates  the  two  ways  in  which  the  closed  shop  increases  union 
membership.  “  In  the  first  place,  when  the  union  has  once  union¬ 
ized  an  office,  it  is  able  by  requiring  the  exclusive  employment  of 
unionists  to  affiliate  with  itself  every  workman  who  thereafter 
obtains  work  in  the  office.  The  rule  thereby  tends  to  continue  a 
control  once  obtained.  The  closed-shop  rule  can  be  viewed  in 
another  aspect  as  a  device  for  securing  the  unionizing  of  offices, 
and  of  thereby  bringing  in  new  members.  If  a  local  union  con¬ 
trols  a  large  part  of  the  labor  supply,  the  influence  of  the  closed- 
shop  rule  as  a  means  of  increasing  the  membership  may  be  very 
considerable.  If,  for  example,  in  a  community  where  500  printers 
are  employed,  400  are  members  of  the  union,  both  the  non- 
unionist  workmen  and  their  employers  will  be  at  distinct  dis¬ 
advantage.  A  non-unionist  workman,  if  he  can  earn  the  mini¬ 
mum  rate,  will  be  eager  to  secure  access  to  the  wider  oppor¬ 
tunities  for  employment  which  the  unionist  possesses.  The  non¬ 
union  employer  under  such  circumstances  cannot  discharge  his 
workmen  and  thus  reduce  expenses  so  readily  in  times  when 
business  is  slack  as  he  otherwise  would,  for  he  cannot  easily 
replace  his  employees  from  his  restricted  labor  market.  At 
times,  for  the  same  reason,  he  must  go  outside  his  home  labor 
market,  at  expense  and  inconvenience,  to  supply  himself  with 
printers.  But  just  as  the  closed-shop  rule  is  a  powerful  instru¬ 
ment  for  unionizing  offices  when  the  union  is  strong  and  controls 
a  great  part  of  the  labor  supply,  so  it  is  a  hindrance  when  the 
union  is  weak.  The  unionist  and  the  employer  of  unionists  suffer 
in  this  case  under  the  same  disadvantage  of  a  restricted  labor 
market  as  non-unionists  and  the  non-union  employer  do  when  the 
union  is  strong. 

“Fellow-servant  doctrine.”  Finally,  it  has  been  asserted  in 
defense  of  the  dosed  shop  that  the  exclusive  employment  of  union 
men  is  necessary  in  many  trades  because  of  the  legal  principle 
known  as  the  “fellow-servant  doctrine.”  In  dangerous  employ¬ 
ments,  it  is  said,  skilled  union  men  run  constant  risk  from  having 
to  work  with  unknown  non-unionists.  If  the  latter,  by  careless 
acts,  injure  unionists,  no  redress  is  ordinarily  to  be  had.  If  the 
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shop  is  an  open  one,  their  discharge  cannot  be  forced.  As  the 
common  law  requires  “each  to  be  responsible  for  the  rest,”  it  is 
maintained  by  unionists  as  in  accord  with  the  “most  elementary 
principles  of  self-preservation  ”  that  they  should  seek  through  the 
union  to  have  some  voice  in  choosing  their  fellow  employees. 
The  fellow-servant  argument,  like  the  “sentimental”  argument, 
is  an  afterthought  on  the  part  of  zealous  unionists  and  their 
sympathizers.  No  union  was  ever  led  by  such  an  argument  to 
introduce  the  closed  shop.  There  are  probably  few  employers 
who  would  continue  to  hire  an  habitually  reckless  workman.  In 
a  few  cases,  however,  the  argument  has  been  seriously  considered 
by  the  courts. 

It  will  thus  be  seen  that  the  closed  shop  is  used  by  trade  unions 
as  a  device  to  gain  certain  ends.  It  is  not  an  end  in  itself.  It 
cannot  be  explained  on  the  grounds  of  unreasoning  prejudice 
against  non-union  men.  It  is  an  utterly  mistaken  view  to  regard 
it  as  a  mere  “passing  phase”  of  unionism.  It  is  also  probably 
safe  to  say  with  Mr.  John  Mitchell  that  “with  the  growth  of 
trade-unionism  in  the  United  States  the  exclusion  of  non-unionists 
will  become  more  complete.” 

Economic  argument  against  the  closed  shop.  In  recent  popular 
discussion  of  the  closed  shop,  much  emphasis  has  been  put  upon 
its  uneconomical  character.  The  charge  is  made  that  the  de¬ 
mand  for  the  exclusive  employment  of  union  men,  by  interfering 
with  the  right  of  an  employer  to  “run  his  own  business,”  makes 
high  efficiency  impossible.  This  argument  is  based  on  the  fact 
that  the  employer,  under  the  competitive  system,  is  alone  respon¬ 
sible  for  the  successful  conduct  of  business  undertakings.  If  he 
fails  to  produce  as  well  and  as  cheaply  as  others  do,  the  loss  is  his. 
It  is  necessary,  therefore,  for  the  most  economic  conduct  of  busi¬ 
ness  that  the  employer  “should  have  power  to  order  his  own 
affairs.”  He  “should  not  be  influenced  by  any  other  considera¬ 
tion  in  the  hiring  of  men  than  the  ability,  fitness,  or  loyalty  of  the 
applicant.”  At  the  same  time  he  should  be  free  to  reward  ex¬ 
ceptional  workmen  and  to  discharge  those  who  are  inefficient  or 
.insubordinate.  He  should  be  the  sole  judge  as  to  the  kind  of 
machinery,  tools,  and  material  to  be  used.  Only  in  this  way,  it  is 
argued,  can  the  employer  secure  that  “effective  discipline” 
which  is  essential  in  bringing  about  the  “highest  measure  of 
success ...  in  industry.” 
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The  “essence”  of  the  open  shop  is  that  the  employer  is  entirely 
free  “to  hire  and  discharge.”  It  gives  him,  therefore,  the  oppor¬ 
tunity  for  initiative,  and  subjects  him  to  the  control  of  no  influ¬ 
ence  save  that  of  the  market.  The  closed  shop,  on  the  other 
hand,  is  attacked  because  it  does  not  leave  the  employer  free. 
It  denies  him  the  “right  to  hire  and  discharge.”  If  the  employer 
wishes  to  hire  competent  non-union  men,  he  is  prevented  from 
procuring  their  services  if  they  cannot  or  will  not  obtain  union 
membership.  Often  he  is  compelled,  because  of  a  “waiting  list,” 
to  hire  the  union  men  who  have  been  longest  out  of  employment 
regardless  of  their  ability  or  fitness.  The  “walking  delegate”  in 
some  cases,  it  is  said,  usurps  the  employer’s  prerogative. 

The  employer  complains  that  under  the  closed  shop,  instead  of 
being  able  to  secure  workmen  regardless  of  whether  they  are  union 
or  non-union,  white  or  black,  Catholic  or  Protestant,  Jew  or 
Gentile,  he  is  compelled  to  draw  from  a  definitely  fixed  labor 
market.  Very  often,  too,  this  market  is  severely  limited  by  the 
refusal  of  the  unions  on  one  ground  or  another  to  admit  com¬ 
petent  workmen  to  membership.  He  cannot  hire  members  of 
other  unions  who  are  competent  to  do  the  work  because  this  will 
at  once  involve  him  in  a  jurisdictional  dispute.  One  trial  is 
enough  to  demonstrate  the  fact  that  members  of  rival  unions 
tolerate  each  other’s  presence  less  than  they  do  that  of  non- 
unionists.  There  is  then  no  practicable  way  in  which  he  can 
secure  additional  help  when  his  work  increases  except  by  bidding 
for  workmen  against  other  union  employers.  It  is  also  said  that 
the  closed  shop  serves  to  prevent  the  discharge  of  inefficient 
employees.  If  such  persons  are  dismissed  from  employment, 
they  try  to  make  it  appear  that  they  have  been  “victimized”  on 
account  of  union  membership.  Often  they  secure  a  sympathetic 
hearing  from  their  union,  and  the  latter  forces  their  reinstatement. 

Another  evil  attributed  to  the  closed  shop  is  that  it  establishes 
a  minimum  wage  which  becomes  virtually  also  a  maximum  wage. 
This  is  said  to  produce  a  disastrous  “dead  level”  of  efficiency 
throughout  an  establishment  and  to  discourage  effort.  Accord¬ 
ingly  union  control  is  declared  to  be  “  absolute  death  to  individual 
effort  and  ambition,”  and  to  cause  the  degeneration  of  “mental 
and  moral  fiber.”  Restriction  of  output  is  the  direct  result  of 
such  conditions.  Especially  harmful  does  the  closed  shop  become, 
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in  the  opinion  of  its  opponents,  when  a  union  requires  foremen  to 
obey  its  rules  and  to  serve  the  union  rather  than  the  employers. 
All  closed-shop  unions,  it  is  represented,  “define  the  workman’s 
rights,  but  say  nothing  of  his  duties.  .  .  .  They  destroy  shop  dis- , 
cipline  and  put  nothing  in  its  place.” 

Defense  of  the  unions.  To  these  indictments  the  advocates  of 
the  closed  shop  have  made  vigorous  rejoinder.  They  assert  that 
while  the  unions  do  not  allow  employers  to  “victimize”  their 
members,  they  do  not  interfere  otherwise  with  the  “right  to  hire 
and  discharge  ”  as  long  as  all  persons  who  are  hired  become  union 
members.  It  is  also  flatly  denied  that  the  minimum  wage  is 
usually  the  maximum,  and  that  production  is  restricted  in  closed 
shops. 

The  reconciliation  of  these  conflicting  statements  of  facts  is 
possible.  The  opponents  of  the  closed  shop  in  discussing  its 
economic  effects  always  assume  that  the  closed  shop  is  every¬ 
where  the  same,  and  take  as  typical  those  unions  in  which  the 
restrictions  on  employment  are  most  severe.  The  advocates  of 
the  closed  shop  assume  as  typical  those  unions  in  which  the  re¬ 
strictions  are  mildest.  If  reference  is  made  to  a  preceding  chapter, 
it  will  be  noted  that  the  unions  vary  widely  in  this  respect.  In 
some  unions,  employers  are  allowed  to  hire  only  such  persons  as 
have  already  become  union  members.  In  fewer  cases  employers 
are  restricted  to  hiring  persons  who  have  been  union  members 
for  a  fixed  period.  That  such  rules  are  injurious  cannot  be  de¬ 
nied.  Compulsory  “waiting  lists,”  too,  are  found  in  a  few  unions. 
Where  such  lists  are  in  force,  the  employer’s  right  to  hire  and  dis¬ 
charge  is  almost  entirely  destroyed.  In  the  majority  of  closed- 
shop  unions,  however,  we  have  seen  that  the  employer  is  allowed 
to  hire  non-unionists  when  competent  unionists  are  not  available, 
or  even  in  many  unions  when  they  are  available.  It  is  also 
customary  to  allow  such  non-unionists  to  work  a  certain  period  in 
a  shop  before  being  required  to  join  the  union.  There  is  little 
basis  for  the  claim,  therefore,  that  employers  are  restricted  to  hir¬ 
ing  union  men  only.  It  is  true  that  “scabs”  and  members  of 
rival  unions  are  rarely  allowed  to  work.  “Scabs,”  however, 
form  but  a  small  part  of  the  men  in  any  trade,  and  agreements 
between  rival  unions  have  now  to  some  extent  solved  the  problem 
of  jurisdictional  disputes. 
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If  the  union  itself  is  closed  —  that  is,  will  admit  new  members 
only  with  great  difficulty  —  union  employers  have  no  means  of 
obtaining  additional  help  when  their  business  increases.  The 
closed  union,  however,  although  it  is  usually  found  with  the  closed 
shop,  is  not  identical  with  it.  To  say  that  no  more  members 
shall  be  admitted  to  a  union  is  an  entirely  different  thing  from 
saying  that  union  men  shall  not  work  with  non-unionists.  It 
cannot  be  denied  that  the  effect  of  “closing”  a  union  is  made 
economically  important  by  the  requirement  that  only  members  of 
the  union  shall  be  employed.  If  the  union  is  closed  but  the  shop 
is  open,  the  excluded  workmen  alone  are  affected.  But  if  a  closed 
union  enforces  the  closed  shop,  workmen,  employers,  and  the 
consumer  suffer  loss.  A  highly  objectionable  feature  to  be 
found  in  certain  closed-shop  agreements  is  the  provision  that  em¬ 
ployers  shall  hire  only  members  of  a  certain  local  union.  The 
only  economic  method  is  to  allow  the  employer  to  “take  on” 
any  one  he  will  as  long  as  such  persons  join  the  local  union  having 
jurisdiction. 

There  is  much  truth  in  the  charge  that  some  closed-shop  unions 
have  prevented  the  discharge  of  inefficient  workmen  on  the  score 
of  “victimization.”  The  older  unions  have  come  to  understand 
that  nothing  is  gained  by  such  a  policy.  They  realize  that  em¬ 
ployers  cannot  destroy  the  union  by  “victimizing”  members  if 
the  persons  they  hire  are  required  to  become  members.  The 
closed-shop  rule  does  not  necessarily  require  any  infringement 
on  the  employer’s  right  to  discharge.  In  instances  where  this 
right  has  been  limited,  use  has  been  made  of  the  power  derived 
from  the  closed  shop  to  enforce  a  union  rule.  It  is  quite  possible 
for  open-shop  unions  to  seek  to  prevent  their  members  from  being 
dismissed  from  employment,  even  though  they  are  incompetent  or 
insubordinate. 

The  unions  have  also  denied  in  a  general  way  that  their  shop 
rules  have  been  unduly  restrictive.  As  a  matter  of  fact,  the  great 
open-shop  movement  which  began  in  1901  was  caused  primarily 
by  the  rapid  increase  in  rules  regulating  the  number  of  appren¬ 
tices,  the  kind  of  machinery  that  should  be  used,  the  methods  of 
shop  management,  and  the  like.  The  connection  between  the 
closed  shop  and  arbitrary  shop  rules  is  close,  but  the  two  are  not 
identical.  Arbitrary  rules  can  rarely  be  enforced  except  in  closed 
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shops.  If  the  union  is  strong  enough  to  secure  the  one,  it  can,  if 
it  sees  fit,  enforce  the  other.  Obviously,  however,  a  closed-shop 
union  need  not,  and  many  of  them  do  not,  have  hurtful  shop  rules. 

How  the  closed  shop  may  benefit  employers.  The  defenders 
of  the  closed  shop,  however,  have  not  contented  themselves  with 
endeavoring  to  answer  their  opponents.  They  have  tried  to 
show  that  the  closed  shop  is  an  advantage  to  an  employer.  In 
the  first  place,  they  claim  that  the  closed  shop  protects  fair- 
minded  employers  from  “cut-throat  competition.”  If  an  indus¬ 
try  is  thoroughly  unionized,  every  manufacturer  or  contractor  can 
tell  precisely  what  his  competitors  are  paying  in  wages.  As  wages 
form  the  largest  item  in  the  average  employer’s  expense  account, 
it  therefore  becomes  possible  for  him  to  “figure  intelligently  on 
his  work,”  something  which  he  “could  never  feel  certain  of  were 
the  open  shop  to  prevail.”  The  same  shop  rules  also  apply  in  all 
union  establishments.  Under  the  open  shop  not  nearly  the  same 
uniformity  in  competitive  conditions  can  be  secured.  The  closed 
shop  is  a  device  absolutely  essential  to  the  rigid  and  wide  enforce¬ 
ment  of  union  rules.  Without  it,  the  “check  which  the  union 
rules  have  placed  on  the  unscrupulous  employer  will  be  swept 
aside,”  and  the  “fair  competitive  basis”  established  under  the 
closed  shop  will  be  destroyed. 

This  argument  can  be  valid  only  when  applied  to  a  sharply 
competitive  industry  which  is  thoroughly  unionized.  It  would  be 
absurd  to  claim  that  the  closed  shop  tends  to  protect  employers 
in  the  steel  industry  from  “cut-throat  competition.”  Likewise 
it  would  be  extravagant  to  represent  that  one  employer  was  put 
on  a  “fair  competitive  basis”  with  others  if  his  shop  alone  were 
unionized.  The  argument  is  therefore  chiefly  applicable  to 
trades,  like  the  building  trades,  which  are  highly  competitive  and 
fairly  well  organized.  Even  in  the  building  trades  only  the 
larger  contractors  have  ever  been  placed  on  a  “fair  competitive 
basis”  with  each  other.  The  small  contractor  who  runs  a  “one- 
man  shop”  is  still  free  to  cut  prices.  . 

Secondly,  those  who  uphold  the  closed  shop  affirm  that  it  tends 
to  create  a  greater  esprit  de  corps  among  the  men  than  the  open 
shop  does.  Union  and  non-union  men  represent  two  diametri¬ 
cally  opposed  ideas.  The  first  stand  for  collective,  the  second  for 
individual  action.  Consequently,  there  is  constant  conflict  be- 
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tween  the  two  in  the  endeavor  to  obtain  control  over  a  shop. 
Because  his  men  do  not  cooperate,  the  employer  is  likely  to  lose 
money.  Therefore  as  a  business  necessity  open  shops  must  be¬ 
come  either  union  or  non-union.  That  there  should  be  ill-feeling 
between  union  and  non-union  men  is  easily  understood  when  we 
consider  why  unions  desire  the  closed  shop.  Non-union  men  are 
the  economic  enemies  of  unionists  as  long  as  employers  resort  to 
individual  bargaining  or  express  a  dislike  for  full  union  control. 
In  most  open  shops,  therefore,  there  is  an  element  of  unrest  and 
dissatisfaction.  Even  in  the  organizations  which  do  not  enforce 
the  exclusive  employment  of  members  there  is  usually  not  the 
same  cooperation  between  union  and  non-union  men  that  there 
is  between  the  unionists  themselves.  In  particular,  efforts  are 
put  forth  to  make  the  employment  of  “scabs”  unprofitable. 
For  this  reason,  after  a  strike  of  the  trainmen  or  firemen  has  been 
settled,  railroads  have  almost  always  discharged  their  strike 
breakers  quietly,  but  as  quickly  as  possible. 

Finally,  unionists  say  that  the  closed  shop  is  advantageous  to 
employers  because  in  many  unions  it  carries  with  it  the  privilege 
of  using  a  label  that  has  a  distinct  market  value.  In  the  building 
trades  it  is  represented  that  a  contractor  profits  by  employing 
unionists  exclusively,  since  business  agents  always  endeavor  to 
secure  jobs  for  “fair”  employers.  No  union  solicits  work  for  an 
open  shop.  A  label,  however,  is  an  advantage  to  an  employer 
only  under  certain  conditions.  It  can  be  used  to  best  advantage 
on  articles  largely  purchased  by  the  laboring  classes.  That  a 
label  increases  sales  on  such  goods  is  evidenced  by  the  fact  that 
manufacturers,  solely  for  the  purpose  of  obtaining  the  use  of  the 
label,  have  often  asked  that  their  establishments  be  unionized. 
The  labor  journals  not  infrequently  contain  statements  from 
employers  that  the  closed  shop  is  a  “good  business  proposition.” 
But  the  label  rarely  effects  an  increase  in  the  demand  for  expen¬ 
sive  goods  or  for  articles  sold  to  women.  It  is  evident,  therefore, 
that  the  number  of  employers  who  can  find  an  advantage  in  the 
use  of  the  labels  is  small  relative  to  the  total  number  of  em¬ 
ployers.  Business  agents  are  often  able  to  secure  jobs  for  “fair” 
building  contractors,  but  if  the  building  industry  were  thoroughly 
unionized,  one  employer  would  be  able  to  secure  no  advantage 
over  others  in  this  way,  since  all  would  be  equally  “fair.” 
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Effect  of  the  closed  shop  on  non-union  labor.  The  opponents 
of  the  closed  shop  also  declare  that  the  closed  shop  is  an  injustice 
to  unorganized  labor.  They  assert  that  the  demand  for  the 
closed  shop  “is  in  fact  the  demand  for  the  installation  of  a  labor 
monopoly.”  For  a  union  to  exclude  non-members  from  employ¬ 
ment  is  denounced  as  an  act  of  “criminal  selfishness”  because  it 
deprives  the  latter  of  a  property  right  in  which  they  have  as  great 
an  interest  as  unionists.  Ten  or  fifteen  per  cent  of  the  working 
class,  it  is  said,  are  trying  to  prevent  the  remaining  eighty-five  or 
ninety  per  cent  from  obtaining  employment,  although  the  latter 
consists  more  largely  of  persons,  like  women  and  immigrants,  who 
have  special  need  of  protection  and  assistance.  Trade  unions  are 
therefore  as  “tyrannical”  as  capitalistic  trusts,  for  they  violate 
the  principle  of  equal  opportunity  by  aiming  to  “gain  an  ad¬ 
vantage  for  the  insiders  over  the  outsiders.”  The  closed  shop 
itself,  therefore,  is  said  to  be  “far  from  ...  a  democratic  inven¬ 
tion,”  as  it  is  “a  means  of  promoting  the  interests  of  a  certain 
group  or  class  against  the  interests  of  the  mass.” 

In  reply  the  unions  have  answered  that  it  is  not  their  purpose 
to  establish  a  labor  monopoly  through  the  closed  shop;  that  on 
the  contrary  it  is  the  purpose  of  every  union  “to  get  every  man 
following  or  engaged  at  a  business  to  affiliate  himself.”  To  this 
end  vigorous  campaigns  for  members  are  conducted  among  non- 
unionists,  and  “hundreds  of  missionaries  are  at  work,  in  and  out 
of  season,  urging  and  pleading  with  them  to  enter  the  wide-open 
doors  of  the  union.”  Furthermore,  it  is  said  that  even  if  it  is  true 
that  ninety  per  cent  of  the  wage-earners  in  America  are  non-union, 
the  great  majority  of  non-unionists  are  “in  occupations  in  which 
there  are  no  unions  at  all,  or  in  which  the  unions  are  too  weak  to 
think  of  challenging  a  contest  over  the  employment  of  workers 
outside  their  organizations.” 

Confusion  of  closed  shop  with  closed  union.  Here  again  it 
seems  to  the  writer  that  many  of  the  critics  of  the  closed  shop 
have  identified  it  with  the  closed  union.  If  non-union  men  have 
no  difficulty  in  obtaining  union  membership,  it  is  hard  to  see  how 
the  closed  shop  can  be  condemned  as  a  “criminally  selfish ”  device. 
Only  when  a  union  declares  that  it  will  not  work  with  non-mem¬ 
bers  and  then  refuses  to  admit  the  latter  to  membership  can  mo¬ 
nopolistic  motives  properly  be  charged.  Closed  unions,  however, 
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are  rarely  found  at  present  except  in  decaying  trades.  The 
closed  shop  is  ordinarily  intended  not  to  restrict  membership, 
but.  to  increase  it,  as  has  already  been  shown.  Even  a  union 
which  is  “closed”  and  refuses  to  work  with  non-members  lacks 
many  of  the  attributes  of  a  capitalistic  trust,  as  it  does  not  aim  to 
undersell  non-members  or  to  “exterminate  men  to  raise  wages  as 
trusts  have  destroyed  an  excessive  stock  of  goods.” 

When  all  shops  are  unionized,  however,  not  only  will  employers 
be  completely  at  the  mercy  of  organized  labor,  but  non-unionists 
will  also  be  compelled  to  obtain  union  membership  whether  they 
wish  to  do  so  or  not.  Thus  “liberty,”  “freedom  of  contract,” 
and  the  “inalienable  right”  of  a  workman  to  secure  employment 
“where  and  when  he  pleases”  will  be  denied.  The  closed  shop, 
therefore,  is  said  to  be  “un-American,”  “un-democratic,”  and 
contrary  to  the  principles  embodied  in  the  Declaration  of  Inde¬ 
pendence  and  in  the  Constitution  of  the  United  States.  It  in¬ 
jures  individuals  by  impairing  their  privileges  as  citizens,  and 
therefore  it  is  pronounced  to  be  against  public  policy.  In  reply 
the  unions  which  enforce  the  closed  shop  maintain  that  they  do 
not  deprive  non-unionists  of  their  “right  to  work”  in  any  real 
sense,  since  no  man  is  privileged  to  take  up  any  employment  that 
appeals  to  him  regardless  of  the  desire  of  employers.  The  only 
“right”  which  an  individual  mechanic  has,  if  he  does  not  see  fit 
to  accept  such  terms  as  are  offered  him,  is  the  right  to  look  for 
another  job.  The  unions  argue,  moreover,  that  even  if  they  do 
exetcise  some  compulsion  upon  non-unionists  in  order  to  bring 
them  into  membership,  it  is  with  a  view  to  conferring  benefit  upon 
them.  The  workman  who  refuses  to  join  a  union,  therefore,  is 
said  to  be  injuring  himself,  since  he  gains  his  livelihood  “at  the 
expense  of  the  permanent  interest  of  all  workingmen.” 

Attitude  of  non-union  labor.  Only  on  rare  occasions  have  non¬ 
union  men  protested  in  a  body  against  the  establishment  of  the 
closed  shop.  In  most  of  these  instances,  such  as  the  appeal  of 
non-union  miners  to  the  Anthracite  Coal  Strike  Commission, 
there  is  strong  suspicion  that  the  non-unionists  took  action  at 
the  instance  of  their  employers  and  not  upon  their  own  initiative. 
There  is  no  doubt,  however,  that  many  non-unionists  in  various 
trades  have  felt  that  to  be  required  to  become  urn  on  members 
has  been  an  imposition.  Those  who  have  been  most  firmly 
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opposed  to  joining  the  union  have  probably  been  the  exceptional 
mechanic  and  the  workman  of  less  than  usual  efficiency.  The 
former  feels  able  to  shift  for  himself,  and  fears  that  the  rules  of 
the  union  may  keep  him  from  selling  his  skill  as  dearly  as  he  might 
in  a  free  market.  The  latter  is  hostile  to  the  closed  shop  because 
he  is  excluded  from  employment  in  case  he  has  not  sufficient 
competency  at  his  trade  to  obtain  admission  to  membership,  or,  if 
admitted,  to  receive  the  minimum  rate. 

In  the  long  run  the  question  will  probably  resolve  itself  into  a 
consideration  of  the  value  of  labor  organization.  Individuals  may 
properly  be  made  to  suffer  some  loss  by  being  compelled  to  act 
with  others,  or  by  being  excluded  from  acting  with  others  of  their 
class,  if  it  appears  that  the  class  as  a  whole  is  advanced  by  such 
action.  What  the  non-unionist  loses  in  “individual  liberty,” 
therefore,  may  be  made  up  to  him  if  his  membership  is  necessary 
to  enable  the  union  to  protect  the  conditions  of  work  in  its  trade. 

The  closed  shop  and  trade-unionism.  The  final  argument 
directed  against  the  closed  shop  is  that  it  will  ultimately  prove  the 
destruction  of  trade  unions  themselves.  It  is  claimed  that,  if 
workmen  are  induced  to  join  a  union  through  coercion,  “  the  same 
process  which  deprives  them  of  their  freedom  deprives  the  labor 
organization  of  that  spirit  of  brotherhood  which  is  at  once  the 
justification  of  its  existence  and  the  inspiration  of  its  power.” 
Collective  bargaining,  it  is  urged,  is  highly  desirable,  but  it  will 
be  “more  speedily  and  permanently  secured  by  the  maintenance 
of  free  labor  unions  than  by  swelling  the  ranks  of  labor  unions 
through  processes  of  compulsion.”  A  combination  of  workmen  to 
be  “permanently  efficient”  must  be  composed  “of  members  who 
believe  in  unionism  and  are  loyal  to  it;  it  must  be  an  army  of 
volunteers  and  not  of  drafted  men.” 

In  answer  to  the  charges  that  their  members  are  largely  ob¬ 
tained  through  compulsion,  some  union  leaders  have  retorted  that 
“  the  scruples  that  the  non-unionist  is  supposed  to  have  against 
joining  the  union  evidently  exist  only  in  the  mind  of  the  em¬ 
ployer.”  In  the  opinion  of  these  writers,  only  “scabs,”  profes¬ 
sional  strike  breakers,  and  semi-criminals  dislike  to  join  a  labor  or¬ 
ganization.  Other  unionists  admit  that  “it  is  a  fact  much  to  be 
regretted  that  a  large  per  cent  of  all  trade  unions  in  this  country 
consists  of  so-called  forced  membership.”  They  recognize  that 
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by  means  of  the  closed  shop,  social  ostracism,  and  even  physical 
force,  union  membership  has  been  substantially  increased. 

We  have  already  noted  that  one  of  the  trade-union  motives  for 
enforcing  the  closed  shop  is  that  new  members  may  be  recruited. 
It  would  undoubtedly  be  disastrous  if  members  were  gained  in  no 
other  way.  But  it  is  probably  safe  to  say  that  most  non-union 
men  are  not  hostile  to  organization,  but  are  merely  indifferent 
toward  it.  Consequently  it  is  wrong  to  assume  that  every  man 
who  is  compelled  by  the  closed  shop  to  become  a  union  member 
remains  anti-union  at  heart.  Forced  members  have  become  in 
many  instances  ardent  trade-unionists.  In  fact,  some  of  the  men 
who  are  now  national  union  officers  originally  joined  their  re¬ 
spective  unions  because  they  were  compelled  to  do  so  or  leave 
their  jobs.  On  the  other  hand,  many  workmen  resent  having  been 
forced  to  join  an  organization.  Their  resentment  may  even  be 
carried  so  far  as  to  induce  them  to  act  as  informers  for  employers. 
Certainly  no  union  can  afford  to  neglect  the  development  of  social, 
beneficiary,  and  other  features  that  will  induce  men  to  join  of 
their  own  accord.  Voluntary  membership  is  by  all  means  the 
best,  and  a  trade  union  cannot  exist  long  if  built  on  compulsory 
membership. 

If  it  be  true,  as  has  been  said,  that  “the  excesses  of  unionism 
which  have  done  and  are  still  doing  the  greatest  injury  to  the 
prospects  of  the  movement  are  all  traceable  to  the  uses  of  the 
arbitrary  and  coercive  power  of  the  closed  shop,”  it  is  equally  true 
that  the  closed  shop  is  responsible  for  the  greatest  advances  made 
by  unionism.  On  the  one  hand,  the  closed  shop,  if  universally 
enforced,  would  afford  unions  the  opportunity  to  commit  gross 
excesses  by  virtue  of  the  power  lodged  with  them.  On  the  other 
hand,  the  closed  shop  opens  the  way  to  the  highest  and  most 
efficient  form  of  collective  bargaining. 

Since  regulation  of  employment  is  a  matter  of  public  concern, 
and  since  there  is  danger  that  trade  unions  may  become  arbitrary 
in  exercising  control  over  a  trade,  it  has  been  suggested  that  the 
State  should  control  their  “constitution,  policy,  and  manage¬ 
ment.”  In  this  way  requirements  for  admission  to  union  mem¬ 
bership  and  working  rules  could  be  regulated.  State  regulation, 
however,  is  likely  to  be  introduced  only  after  the  closed  shop  has 
been  widely  enforced.  At  present,  in  the  majority  of  trades,  it 
is  but  partially  enforced,  and  only  with  great  difficulty. 


CHAPTER  XI 

SOCIAL  AND  POLITICAL  PROGRAM  OF 
ORGANIZED  LABOR 

i.  Introduction 

Early  trade  unions  had  no  definite  social  or  political  aims.  They 
were  concerned  with  the  immediate  practical  problems  of  the 
workers;  and  their  programs  were  “dollars  and  cents”  or  “bread 
and  butter”  affairs,  looking  no  further  than  the  momentary  im¬ 
provement  of  the  standard  of  comfort  among  their  members.  A 
desire  for  broad  social  reform,  such  as  the  abolition  of  the  wage 
system  or  a  change  in  the  control  of  industry,  came  later  in  the 
history  of  the  movement. 

The  appearance  of  these  newer  aims  in  the  program  of  trade- 
unionism  might  be  the  result  of  either  of  two  causes.  Unions 
formed  late  in  the  progress  of  the  Industrial  Revolution,  or  in 
industries  in  which  the  Revolution  had  reached  an  extreme  point 
of  development,  originate  among  workers  who  are  class-conscious. 
As  the  industrial  system  matures,  it  tends  to  increase  the  number 
of  propertyless;  to  destroy,  for  the  great  mass  of  wage-earners,  the 
hope  of  becoming  independent  of  the  wage  system;  and  to  resolve 
the  working  population  into  a  more  or  less  uniform  and  homogene¬ 
ous  group  of  semi-skilled.  Advancement  for  such  a  group  means 
advancement  en  masse,  not  by  sections  or  crafts;  and  their  plans 
for  social  progress  as  a  class  bring  them  at  once  to  a  consciousness 
of  the  powers,  privileges,  and  legal  rights  possessed,  in  the  modern 
industrial  systems,  by  the  class  of  employers  and  the  capitalists 
whom  they  represent.  They  soon  learn  that  their  hope  of  social 
progress  is  limited  by  the  system  under  which  they  live,  and,  un¬ 
willing  to  accept  these  limitations,  their  thought  turns  toward  a 
reorganization  of  the  system  itself.  Thus  the  younger  unions  — 
those  formed  in  our  own  time  among  workers  previously  unor¬ 
ganized  —  are  likely  to  start  their  life  with  broad  social  and 
political  aims  and  with  avowed  radical  or  revolutionary  purposes. 

On  the  other  hand,  the  older  craft  unions  may,  as  they  grow 
mature,  adopt  social  aims  which  were  absent  in  their  earlier  pro¬ 
grams.  Pressing  day  by  day  for  economic  gains  in  hours,  wages, 
and  other  conditions  of  employment  by  collective  action,  they 
reach  the  point  where  further  progress  is  stopped  by  fundamental 
economic  forces  at  work  in  a  competitive  order.  To  advance 
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further  requires  a  change  in  the  organization  of  industry.  The 
Railroad  Brotherhoods,  for  example,  have  been  among  our  most 
conservative  craft  unions,  relying  upon  collective  bargaining 
alone,  keeping  their  contracts  faithfully,  disclaiming  all  revolu¬ 
tionary  purposes.  Yet  in  the  past  five  years  they  have  committed 
themselves  to  a  program  for  a  thorough  change  in  the  ownership 
and  operation  of  the  railroads  —  a  change  which  would  institute 
a  system  closely  approaching  the  social  ideal  of  the  Gild  Socialists. 
This  broadening  of  viewpoint  on  the  part  of  the  craft  union  may 
be  stimulated  by  accidental  social  or  political  events.  Unions,  for 
example,  which  had  studiously  eschewed  politics,  might  suddenly 
find  the  forces  of  the  State  arrayed  against  them  in  their  struggle 
with  the  employer,  or  their  efforts  outlawed  by  the  reverence  of 
the  courts  for  the  traditional  rights  of  the  property  owner.  The 
employment  of  the  militia  or  the  State  constabulary  to  crush  a 
strike,  or  the  use  of  the  injunction  to  prevent  union  organization, 
or  the  nullifying  of  a  statute  favorable  to  labor  interests  by  the 
Supreme  Court  would  be  typical  events  impressing  the  craft 
union  with  the  futility  of  relying  solely  on  economic  action. 

Since  1886,  the  labor  movement  in  the  United  States  has  been, 
on  the  whole,  averse  to  political  action  and  devoid  of  conscious 
social  aims  of  broad  import.  It  has  been  dominated  by  the  craft- 
union  spirit,  conservative,  narrow  in  its  outlook,  relying  upon 
economic  action.  There  are  signs,  however,  that  this  situation  is 
changing.  This  will  be  made  clear  by  the  readings  which  follow. 

2.  The  New  Unionism  1 

Functional  types.  Robert  F.  Hoxie,  in  his  Trade-Unionism 
in  the  United  States,  contends  that  unions  are  not  of  one  or  two 
kinds  simply,  but  assume  many  forms,  according  to  the  function 
for  which  they  exist.  Among  these  forms  he  has  identified  four 
basic  types,  to  which  in  some  degrees  all  unions  in  the  United 
States  have  approximated.  “Business  unionism,”  in  this  classifica¬ 
tion,  is  the  kind  formed  to  serve  the  material  interests  of  its  mem¬ 
bers  within  the  existing  industrial  structure;  its  main  object  is  to 
practice  collective  bargaining.  “Uplift  unionism”  is  character¬ 
ized  by  broad  humanitarian  purposes;  its  main  methods  are 
friendly  benefits  and  mutual  insurance;  it  was  prominent  during 
the  early  stages  of  union  history  and  was  roughly  typified  during 
the  latter  half  of  the  nineteenth  century  by  the  Knights  of  Labor. 

1  From  The  New  Unionism,  by  G.  M.  Budisb  and  G.  Soule,  pp.  8-13.  Harcourt, 
Brace,  and  Company,  Inc.,  publishers. 
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“Revolutionary  unionism”  aims  to  prepare  for  a  new  social  and 
industrial  order;  it  is  divided  into  two  subsidiary  types  —  social¬ 
istic,  which  lays  more  emphasis  on  political  action,  and  quasi- 
anarchistic,  which  eschews  political  action,  and  looks  forward  to 
abolishing  entirely  the  State  as  we  know  it.  The  I.W.W.  may  be 
taken  as  an  example  of  the  latter.  “Predatory  unionism ”  has  no 
large  aspirations,  but  preys  on  the  employer  through  secret  and 
illegal  methods  such  as  blackmail  and  bribery,  sometimes  for  the 
benefit  of  the  members,  sometimes  for  the  benefit  of  the  dishonest 
union  official.  This  type  flourished  twenty  years  ago  in  the 
United  States,  but  has  now  almost  disappeared. 

To  the  present  writers  it  seems  that  this  classification  is  not 
wholly  illuminating,  because  it  is  not  based  on  a  sufficiently 
dynamic  conception  of  the  labor  movement.  The  types  are  not, 
after  all,  quite  coordinate.  In  the  light  of  the  intensification  of 
the  industrial  conflict  which  takes  place  with  the  growth  of  the 
capitalist  order,  neither  uplift  unionism  nor  predatory  unionism 
seem  fundamental  enough  types  to  set  beside  business  unionism 
and  revolutionary  unionism.  At  bottom  the  labor  movement  is 
one,  because  it  represents  a  protest,  unconscious  or  conscious, 
against  the  status  of  the  wage-worker.  Whatever  the  avowed 
purpose  and  policies  of  the  union  under  consideration,  its  activi¬ 
ties  are  bound  to  affect  the  structure  of  society  to  a  greater  or  less 
degree.  Its  particular  creed  and  method  are  dependent  on  a 
variety  of  circumstances.  Unions  holding  to  creeds  and  methods 
which  become  unsuited  to  the  advancement  of  labor  tend  to  dis¬ 
appear  as  the  environment  alters.  As  we  have  seen,  the  most 
revolutionary  unions  employ  collective  bargaining;  the  character¬ 
istics  of  uplift  unionism  are  displayed  sometimes  by  business 
unions  and  sometimes  by  socialist  unions;  predatory  unionism  is 
practiced,  if  at  all,  by  business  unions  corrupted  by  boss  politics, 
or  by  little  cliques  in  revolutionary  unions  driven  underground 
through  suppression. 

The  modern  contrast  of  types.  The  most  significant  distinc¬ 
tion,  in  our  opinion,  is  that  between  unions  which  are  uncon- 
cious  that  their  efforts  tend  toward  a  new  social  order  and  so 
adapt  their  strategy  solely  to  the  immediate  situation,  and  unions 
which  are  conscious  of  their  desire  for  a  new  order,  and  so  base 
their  strategy  on  more  fundamental  considerations.  These  two 
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types  in  turn  have  many  variants,  but  the  nature  of  every  varia¬ 
tion  bears  the  impress  of  the  primary  type.  It  is  the  former  type, 
roughly  corresponding  with  Professor  Hoxie’s  “business  union¬ 
ism,”  which  we  have  chosen  to  call  “the  old  unionism,”  and  the 
latter  which  we  have  called  “the  new  unionism.”  G.  D.  H.  Cole 
has  given  this  distinction  a  phrasing  which  brings  out  its  meaning 
in  an  objective  way.  In  The  World  of  Labor  he  writes,  ‘Re¬ 
garded  merely  as  instruments  of  collective  wage-bargaining,  the 
unions  are  the  most  powerful  weapon  in  the  hands  of  labor;  if 
they  are  in  addition  the  germs  of  the  future  organization  of  in¬ 
dustry  as  a  whole,  their  importance  becomes  at  once  immeasur¬ 
ably  greater.” 

In  spite  of  the  decline  of  the  I.W.W.,  the  new  unionism  in  other 
forms  is  by  no  means  waning  in  the  United  States.  Various  kinds 
of  old  unions  in  the  course  of  their  natural  development  are  being 
forced  to  approach  it  by  one  route  or  another.  The  conservative 
Railway  Brotherhoods  have  little  by  little  been  obliged  to  co¬ 
operate  with  unions  of  the  unskilled;  the  railway  “system  federa¬ 
tion  ”  is  a  unit  through  which  craft  action  has  been  superseded  by 
industrial  action;  and  the  enunciation  of  the  Plumb  plan  is  a  long 
step  toward  the  acknowledgment  of  the  need  for  a  new  economic 
order  which  can  be  attained,  not  through  collective  bargaining, 
but  only  through  combined  political  and  economic  action.  The 
United  Mine  Workers  have  long  been  a  union  industrial  in  form 
and  practicing  industrial  rather  than  craft  strikes;  socialist  in¬ 
fluence  has  been  strong  within  the  union,  though  not  dominant  in 
its  government.  The  time  is  rapidly  approaching,  as  even  its 
conservative  officials  admit,  when  no  further  gains  of  importance 
can  be  made  for  the  members  without  pressing  actively  for  the 
nationalization  of  the  mines,  a  measure  already  endorsed  several 
times  by  the  convention.  Similar  tendencies  can  be  observed 
everywhere  in  the  conservative  American  Federation  of  Labor. 
Thus  does  the  old  unionism  merge  into  the  new,  by  force  of  sheer 
economic  and  social  pressure. 

No  strong  and  important  groups  of  unions  in  the  United 
States,  however,  have  whole-heartedly  accepted  the  new  unionism 
and  consciously  modeled  structure  and  strategy  accordingly,  ex¬ 
cept  the  unions  in  the  clothing  industry.  For  this  reason  they 
may  be  considered  the  nearest  approach  to  the  pure  type  now 


LABOR’S  SOCIAL  AND  POLITICAL  PROGRAM  393 

existing  in  America.  They  sprang  into  power  about  the  time 
of  the  port  strike  of  19 11  in  London,  and  the  course  of  their  de¬ 
velopment  has  been  much  closer  to  that  of  the  new  unions  in 
England  than  to  that  of  the  I.W.W.  They  arose  from  mass 
movements  of  the  unskilled  and  semi-skilled,  carrying  the  skilled 
along  with  them.  They  have  built  up  a  strong  and  highly  central  • 
ized  industrial  structure,  but  one  sensitive  at  the  same  time  to  the 
will  of  the  rank  and  file.  They  skillfully  use  collective  bargaining, 
not  primarily  as  a  means  of  gaining  material  concessions,  but  as  a 
means  of  solidifying  the  workers  and  retaining  victories  that  will 
make  possible  further  progress  along  the  main  highway.  While 
prepared  for  the  most  extended  economic  action,  they  at  the  same 
time  take  an  active  part  in  independent  political  action.  They 
do  not  preach  sabotage  or  ca’  canny,  but  on  the  contrary  assist  in 
every  sound  project  that  may  improve  the  industrial  machine  and 
increase  productivity.  Upon  the  cultural  aspects  of  the  labor 
movement  —  the  press,  education,  and  art  —  they  lay  great 
stress.  In  short,  their  whole  tendency  is  in  the  direction  of  train¬ 
ing  the  workers  for  assuming  control  of  production,  and  of  accept¬ 
ing  the  social  and  economic  responsibility  which  such  control  in¬ 
volves. 

However  different  in  theory  and  method,  all  forms  of  “new 
unionism”  have  had  one  trait  in  common.  They  have  always 
come  into  being  during  a  period  in  which  the  labor  movement  as 
a  whole  seemed  to  have  exhausted  its  resources  and  was  felt  to  be 
in  danger  of  decline  if  not  of  destruction.  They  have  all  repre¬ 
sented  a  divergence  from  the  established  practice,  and,  more 
significant  than  that,  all  have  brought  to  the  movement  a  new 
breadth  of  sympathy  and  vision,  a  new  ideal,  and  a  new  hope. 
An  exposition  of  a  new  unionism  as  exemplified  by  the  clothing 
workers  of  America  may  give  further  light  to  those  who  have 
been  stirred  by  the  expressed  aspirations  of  British  labor,  the 
present  unrest  in  the  American  labor  movement,  and  especially 
by  the  ideal  of  national  gilds. 

3.  Social  Aims  of  the  New  Unionism 

The  following  excerpts  from  the  Manifesto  of  the  I.W.W. ,  and 
the  Constitutions  of  that  union  and  the  Amalgamated  Clothing 
Workers,  state  the  ultimate  social  aims  of  radical  ind  is  trial 
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unionism.  To  understand  correctly  the  purposes  of  these  organi¬ 
zations  and  their  tactics,  these  statements  of  their  social  aims 
should  be  read  with  the  thought  in  mind  that  they  formulate 
a  theoretical  program  in  the  broadest  possible  terms.  This  pro¬ 
gram  does  not  mean,  necessarily,  that  the  unions  adopting  it 
favor  immediate  and  violent  revolution.  The  Amalgamated,  for 
example,  decries  violence,  practices  collective  bargaining,  lives 
up  to  its  contracts,  and  relies  upon  opportunistic  measures  for 
the  immediate  economic  improvement  of  its  members  much  as  do 
the  craft  unions.  The  I.W.W.  is  much  given  to  violent  language, 
but  its  members  are  at  heart  pacifists  and  practice  non-coopera¬ 
tion  and  non-resistance  more  frequently  than  they  do  violence. 
Both  unions,  however,  look  forward  to  an  ultimate  reorganization 
of  society,  and  in  their  plans  for  this  distant  future  are  governed  by 
the  theories  summarized  in  the  preambles  to  their  Constitutions. 

Social  philosophy  of  the  I.W.W.  The  working  class  and  the 
employing  class  have  nothing  in  common.  There  can  be  no  peace 
so  long  as  hunger  and  want  are  found  among  millions  of  working 
people  and  the  few,  who  make  up  the  employing  class,  have  all  the 
good  things  of  life. 

Between  these  two  classes  a  struggle  must  go  on  until  the  work¬ 
ers  of  the  world  organize  as  a  class,  take  possession  of  the  earth, 
and  the  machinery  of  production,  and  abolish  the  wage  system. 

We  find  that  the  centering  of  the  management  of  industries 
into  fewer  and  fewer  hands  makes  the  trade  unions  unable  to 
cope  with  the  ever-growing  power  of  the  employing  class.  The 
trade  unions  foster  a  state  of  affairs  which  allows  one  set  of  work¬ 
ers  to  be  pitted  against  another  set  of  workers  in  the  same  indus¬ 
try,  thereby  helping  to  defeat  one  another  in  wage  wars.  More¬ 
over,  the  trade  unions  aid  the  employing  class  to  mislead  the  work¬ 
ers  into  belief  that  the  working  class  have  interests  in  common 
with  their  employers. 

These  conditions  can  be  changed  and  the  interest  of  the  work¬ 
ing  class  upheld  only  by  an  organization  formed  in  such  a  way  that 
all  its  members  in  any  one  industry,  or  in  all  industries,  if  neces¬ 
sary,  cease  work  whenever  a  strike  or  lockout  is  on  in  any  depart¬ 
ment  thereof,  thus  making  an  injury  to  one  an  injury  to  all. 

Instead  of  the  conservative  motto,  “A  fair  day’s  wages  for  a 
fair  day’s  work,”  we  must  inscribe  on  our  banner  the  revolution 
ary  watchword,  “Abolition  of  the  wage  system.” 
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It  is  the  historic  mission  of  the  working  class  to  do  away  with 
capitalism.  The  army  of  production  must  be  organized,  not  only 
for  the  everyday  struggle  with  the  capitalists,  but  also  to  carry 
on  production  when  capitalism  shall  have  been  overthrown.  By 
organizing  industrially  we  are  forming  the  structure  of  the  new 
society  within  the  shell  of  the  old. 

Social  forces  promote  industrial  unionism.  Social  relations 
and  groupings  only  reflect  mechanical  and  industrial  conditions. 
The  great  facts  of  present  industry  are  the  displacement  of  human 
skill  by  machines  and  the  increase  of  capitalist  power  through 
concentration  in  the  possession  of  the  tools  with  which  wealth  is 
produced  and  distributed. 

Because  of  these  facts  trade  divisions  among  laborers  and  com¬ 
petition  among  capitalists  are  alike  disappearing.  Class  divisions 
grow  ever  more  fixed  and  class  antagonisms  more  sharp.  Trade 
lines  have  been  swallowed  up  in  a  common  servitude  of  all  workers 
to  the  machines  which  they  tend.  New  machines,  ever  replacing 
less  productive  ones,  wipe  out  whole  trades  and  plunge  new  bodies 
of  workers  into  the  ever-growing  army  of  tradeless,  hopeless  un¬ 
employed.  As  human  beings  and  human  skill  are  displaced  by 
mechanical  progress,  the  capitalists  need  use  the  workers  only 
during  the  brief  period  when  muscles  and  nerve  respond  most 
intensely.  The  moment  the  laborer  no  longer  yields  the  maxi¬ 
mum  of  profits,  he  is  thrown  upon  the  scrap  pile,  to  starve  along¬ 
side  the  discarded  machine.  A  dead-line  has  been  drawn,  and  an 
age  limit  established,  to  cross  which,  in  this  world  of  monopolized 
opportunities,  means  condemnation  to  industrial  death. 

The  worker,  wholly  separated  from  the  land  and  the  tools,  with 
his  skill  of  craftsmanship  rendered  useless,  is  sunk  in  the  uniform 
mass  of  wage  slaves.  He  sees  his  power  of  resistance  broken  by 
class  divisions,  perpetuated  from  outgrown  industrial  stages.  His 
wages  constantly  grow  less  as  his  hours  grow  longer  and  mono¬ 
polized  prices  grow  higher.  Shifted  hither  and  thither  by  the  de¬ 
mands  of  profit-takers,  the  laborer’s  home  no  longer  exists.  In 
this  helpless  condition  he  is  forced  to  accept  whatever  humiliating 
conditions  his  master  may  impose.  He  is  submitted  to  a  physical 
and  intellectual  examination  more  searching  than  was  the  chattel 
slave  when  sold  from  the  auction  block.  Laborers  are  no  longer 
classified  by  difference  in  trade  skill,  but  the  employer  assigns 
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them  according  to  the  machines  to  which  they  are  attached. 
These  divisions,  far  from  representing  differences  in  skill  or  in¬ 
terests  among  the  laborers,  are  imposed  by  the  employer  that 
workers  may  be  pitted  against  one  another  and  spurred  to  greater 
exertion  in  the  shop,  and  that  all  resistance  to  capitalist  tyranny 
may  be  weakened  by  artificial  distinctions. 

Crafts-unionism  weakens  labor.  While  encouraging  these 
outgrown  divisions  among  the  workers  the  capitalists  carefully 
adjust  themselves  to  the  new  conditions.  They  wipe  out  all 
differences  among  themselves  and  present  a  united  front  in  their 
war  upon  labor.  Through  employers’  associations,  they  seek  to 
crush,  with  brutal  force,  by  the  injunctions  of  the  judiciary  and 
the  use  of  the  military  power,  all  efforts  at  resistance.  Or  when 
the  other  policy  seems  more  profitable,  they  conceal  their  daggers 
beneath  the  Civic  Federation  and  hoodwink  and  betray  those 
whom  they  would  rule  and  exploit.  Both  methods  depend  for 
success  upon  the  blindness  and  internal  dissensions  of  the  working 
class.  The  employers’  line  of  battle  and  methods  of  warfare 
correspond  to  the  solidarity  of  the  mechanical  and  industrial  con¬ 
centration,  while  laborers  still  form  their  fighting  organizations 
on  lines  of  long-gone  trade  divisions.  The  battles  of  the  past 
emphasize  this  lesson.  The  textile  workers  of  Lowell,  Phila¬ 
delphia,  and  Fall  River;  the  butchers  of  Chicago,  weakened  by  the 
disintegrating  effects  of  trade  divisions;  the  machinists  on  the 
Santa  Fe,  unsupported  by  their  fellow  workers  subject  to  the 
same  masters;  the  long-struggling  miners  of  Colorado,  hampered 
by  lack  of  unity  and  solidarity  upon  the  industrial  battlefield,  all 
bear  witness  to  the  helplessness  and  impotency  of  labor  as  at 
present  organized. 

This  worn-out  and  corrupt  system  offers  no  promise  of  improve¬ 
ment  and  adaption.  There  is  no  silver  lining  to  the  clouds  of 
darkness  and  despair  settling  down  upon  the  world  of  labor. 

This  system  offers  only  a  perpetual  struggle  for  slight  relief 
from  wage  slavery.  It  is  blind  to  the  possibilities  of  establishing 
an  industrial  democracy,  wherein  there  shall  be  no  wage  slavery, 
but  where  the  workers  will  own  the  tools  which  they  operate  and 
the  products  of  which  they  alone  should  enjoy. 

It  shatters  the  ranks  of  the  workers  into  fragments,  rendering 
them  helpless  and  impotent  on  the  industrial  battlefield. 
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Separation  of  craft  from  craft  renders  industrial  and  financial 
solidarity  impossible. 

Union  men  scab  upon  union  men;  hatred  of  worker  for  worker 
is  engendered,  and  the  workers  are  delivered  helpless  and  dis¬ 
integrated  into  the  hands  of  capitalists. 

Craft  jealousy  leads  to  the  attempt  to  create  trade  monopolies. 

Prohibitive  initiation  fees  are  established  that  force  men  to 
become  scabs  against  their  will.  Men  whom  manliness  or  cir¬ 
cumstances  have  driven  from  one  trade  are  thereby  fined  when 
they  seek  to  transfer  membership  to  the  union  of  a  new  craft. 

Craft  divisions  foster  political  ignorance  among  the  workers, 
thus  dividing  their  class  at  the  ballot  box,  as  well  as  in  the  shop, 
mine,  and  factory. 

Craft  unions  may  be  and  have  been  used  to  assist  employers  in 
the  establishment  of  monopolies  and  the  raising  of  prices.  One 
set  of  workers  are  thus  used  to  make  harder  the  conditions  of  fife 
of  another  body  of  laborers. 

Craft  divisions  hinder  the  growth  of  class-consciousness  of  the 
workers,  foster  the  idea  of  harmony  of  interests  between  em¬ 
ploying  exploiter  and  employed  slave.  They  permit  the  associa¬ 
tion  of  the  misleaders  of  the  workers  with  the  capitalists  in  the 
Civic  Federation,  where  plans  are  made  for  the  perpetuation  of 
capitalism,  and  the  permanent  enslavement  of  the  workers 
through  the  wage  system. 

Previous  efforts  for  the  betterment  of  the  working  class  have 
proved  abortive  because  limited  in  scope  and  disconnected  in 
action. 

Universal  economic  evils  afflicting  the  working  class  can  be 
eradicated  only  by  a  universal  working-class  movement.  Such  a 
movement  of  the  working  class  is  impossible  while  separate  craft 
and  wage  agreements  are  made  favoring  the  employer  against 
other  crafts  in  the  same  industry,  and  while  energies  are  wasted 
in  fruitless  jurisdiction  struggles  which  serve  only  to  further  the 
personal  aggrandizement  of  union  officials. 

A  movement  to  fulfill  these  conditions  must  consist  of  one 
great  industrial  union  embracing  all  industries  —  providing  for 
craft  autonomy  locally,  industrial  autonomy  internationally,  and 
working-class  unity  generally. 

Social  philosophy  of  the  Amalgamated  Clothing  Workers.  The 
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economic  organization  of  labor  has  been  called  into  existence  by 
the  capitalist  system  of  production,  under  which  the  division  be¬ 
tween  the  ruling  class  and  the  ruled  class  is  based  upon  the  owner¬ 
ship  of  the  means  of  production.  The  class  owning  those  means 
is  the  one  that  is  ruling;  the  class  that  possesses  nothing  but  its 
labor  power,  which  is  always  on  the  market  as  a  commodity,  is 
the  one  that  is  being  ruled. 

A  constant  and  unceasing  struggle  is  being  waged  between  these 
two  classes. 

In  this  struggle  the  economic  organization  of  labor,  the  union, 
is  a  natural  weapon  of  offense  and  defense  in  the  hands  of  the 
working  class. 

But  in  order  to  be  efficient,  and  effectively  serve  its  purpose,  the 
union  must  in  its  structure  correspond  to  the  prevailing  system 
of  the  organization  of  industry. 

Modern  industrial  methods  are  very  rapidly  wiping  out  the 
old  craft  demarcations,  and  the  resultant  conditions  dictate  the 
organization  of  labor  along  industrial  lines. 

The  history  of  the  class  struggle  in  this  country  for  the  past  two 
decades  amply  testifies  to  the  ineffectiveness  of  the  form,  methods, 
and  spirit  of  craft-unionism.  It  also  shows  how  dearly  the  work¬ 
ing  class  has  paid  for  its  failure  to  keep  apace  with  industrial 
development. 

The  working  class  must  accept  the  principles  of  industrial 
unionism  or  it  is  doomed  to  impotence. 

The  same  forces  that  have  been  making  for  industrial  unionism 
are  likewise  making  for  a  closer  inter-industrial  alliance  of  the 
working  class. 

The  industrial  and  inter-industrial  organization,  built  upon  the 
solid  rock  of  clear  knowledge  and  class-consciousness,  will  put 
the  organized  working  class  in  actual  control  of  the  system  of 
production,  and  the  working  class  will  then  be  ready  to  take  pos¬ 
session  of  it. 

4.  Political  Policy  op  A.  F.  of  L.1 

In  the  political  efforts,  arising  from  the  workers’  necessity  to 
secure  legislation  covering  these  conditions,  and  provisions  of  life 

1  From  A.  F.  of  L.  pamphlet,  A  Reconstruction  Program,  pp.  6-7.  Published  by 
the  American  Federation  of  Labor. 
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not  subject  to  collective  bargaining  with  employers,  organized 
labor  has  followed  two  methods:  one  by  organizing  political 
parties,  with  the  determination  to  place  in  public  office  repre¬ 
sentatives  from  their  ranks;  the  other  to  elect  those  who  favor 
and  champion  the  legislation  desired  and  to  defeat  those  whose 
policy  is  opposed  to  labor’s  legislative  demands,  regardless  of 
partisan  politics. 

The  disastrous  experience  of  organized  labor  in  America  with 
political  parties  of  its  own,  amply  justified  the  American  Federa¬ 
tion  of  Labor’s  non-partisan  political  policy.  The  results  secured 
by  labor  parties  in  other  countries  never  have  been  such  as  to 
warrant  any  deviation  from  this  position.  The  rules  and  regula¬ 
tions  of  trade-unionism  should  not  be  extended  so  that  the  action 
of  a  majority  could  force  a  minority  to  vote  for  or  give  financial 
support  to  any  political  candidate  or  party  to  whom  they  are 
opposed.  Trade-union  activities  cannot  receive  the  undivided 
attention  of  members  and  officers  if  the  exigencies,  burdens,  and 
responsibilities  of  a  political  party  are  bound  up  with  their  eco¬ 
nomic  and  industrial  organizations. 

The  experiences  and  results  attained  through  the  non-partisan 
political  policy  of  the  American  Federation  of  Labor  cover  a 
generation.  They  indicate  that  through  its  application  the 
workers  of  America  have  secured  a  much  larger  measure  of  funda¬ 
mental  legislation,  establishing  their  rights,  safeguarding  their 
interests,  protecting  their  welfare,  and  opening  the  doors  of  op¬ 
portunity  than  have  been  secured  by  the  workers  of  any  other 
country. 

The  vital  legislation  now  required  can  be  more  readily  secured 
through  education  of  the  public  mind  and  the  appeal  to  its  con¬ 
science,  supplemented  by  energetic  independent  political  activity 
on  the  part  of  trade-unionists,  than  by  any  other  method.  This 
is  and  will  continue  to  be  the  political  policy  of  the  American 
Federation  of  Labor  if  the  lessons  which  labor  has  learned  in  the 
bitter  but  practical  school  of  experience  are  to  be  respected  and 
applied. 

It  is,  therefore,  most  essential  that  the  officers  of  the  American 
Federation  of  Labor,  the  officers  of  the  affiliated  organizations, 
state  federations,  and  central  labor  bodies  and  the  entire  member¬ 
ship  of  the  trade-union  movement  should  give  the  most  vigorous 
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application  possible  to  the  political  policy  of  the  A.  F.  of  L.  so  that 
labor’s  friends  and  opponents  may  be  more  widely  known,  and 
tne  legislation  most  required  readily  secured.  This  phase  of  our 
movement  is  still  in  its  infancy.  It  should  be  continued  and  de¬ 
veloped  to  its  logical  conclusion. 

5.  Program  or  the  British  Labor  Party  1 
Future  of  labor  parties.  Democracy  is  awake  and  aware  of  its 
own  power.  It  sees  things  in  a  better  perspective,  and  realizes 
that  at  home  and  abroad  the  triumph  of  democratic  principles 
in  politics  and  industry  and  social  life  is  a  matter  simply  of  wise 
and  capable  leadership  and  resolute  and  united  effort  on  the  part 
of  all  sections  of  the  organized  movement.  There  never  was  a 
bigger  opportunity  for  democracy  to  achieve  its  main  aims  than 
the  one  which  now  offers.  It  is  time  that  we  should  begin  to  think 
not  only  of  the  great  social  and  economic  changes  that  are  to  take 
effect  in  the  coming  period  of  reconstruction,  but  of  the  methods 
and  means  of  securing  them.  The  war  has  proved  to  democracy 
that  a  dictatorship,  whether  with  one  head  or  five,  is  incompat¬ 
ible  with  its  spirit  and  its  ideals  even  in  war-time.  It  has  also 
revealed  many  serious  defects  in  the  structure  of  society.  And 
it  has  shown  the  need  for  drastic  change  in  the  composition  and 
organization  of  political  parties.  It  is  generally  acknowledged 
that  the  old  party  system  has  irretrievably  broken  down.  Evi¬ 
dence  of  this  is  afforded  by  the  clamant  call  for  new  parties.  The 
appearance  upon  the  horizon  of  a  National  Party  and  a  Women’s 
Party,  the  probability  of  separate  groups  forming  in  Parliament 
around  the  personality  of  political  leaders  who  have  lost  or  are 
losing  their  grip  upon  the  more  or  less  coherent  and  strongly 
organized  parties  of  pre-war  days,  are  symptoms  of  this  disin¬ 
tegration.  Political  power  is  about  to  be  redistributed,  not  only 
amongst  the  electors  under  the  Franchise  Bill,  but  amongst  the 
political  parties  in  Parliament  which  will  claim  to  represent  the 
new  democratic  consciousness.  Minor  readjustments  designed  to 
adapt  orthodox  Liberalism  or  Unionism  to  the  changing  psychol¬ 
ogy  of  the  electorate  will  not  avail.  A  thoroughgoing  trans¬ 
formation  of  the  machinery  of  the  parliamentary  parties  and  a 

1  From  Aims  of  Labor,  by  A.  Henderson,  pp.  22-30.  B.  W.  Huebsch,  Inc.,  pub¬ 
lishers. 
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fundamental  revision  of  their  programs  are  in  my  judgment  not 
merely  timely,  but  necessary. 

Organization  of  the  British  Labor  Party.  The  Labor  Party, 
at  any  rate,  has  proceeded  upon  the  assumption  that  reconstruc¬ 
tion  is  inevitable.  It  has  formulated  a  scheme  which  is  deliber¬ 
ately  designed  to  give  the  enfranchised  millions  full  opportunity 
to  express  their  political  preferences  in  the  choice  of  members  to 
represent  them  in  the  Reconstruction  Parliament  which  will  have 
to  deal  with  the  vast  problems  arising  out  of  the  war.  The  out¬ 
line  of  the  new  party  constitution  is  now  familiar  to  every  atten¬ 
tive  reader  of  the  newspapers.  It  contemplates  the  creation  of  a 
national  democratic  party,  founded  upon  the  organized  working- 
class  movement,  and  open  to  every  worker  who  labors  by  hand  or 
brain.  Under  this  scheme  the  Labor  Party  will  be  transformed, 
quickly  and  quietly,  from  a  federation  of  societies,  national  and 
local,  into  a  nation-wide  political  organization  with  branches  in 
every  parliamentary  constituency,  in  which  members  will  be  en¬ 
rolled  both  as  workers  and  as  citizens,  whether  they  be  men  or 
women,  and  whether  they  belong  to  any  trade  union  or  socialist 
society  or  are  unattached  democrats  with  no  acknowledged 
allegiance  to  any  industrial  or  political  movement.  We  are  cast¬ 
ing  the  net  wide  because  we  realize  that  real  political  democracy 
cannot  be  organized  on  the  basis  of  class  interest.  Retaining  the 
support  of  the  affiliated  societies,  both  national  and  local,  from 
which  it  derives  its  weight  and  its  fighting  funds,  the  Labor  Party 
leaves  them  with  their  voting  power  and  right  of  representation 
in  its  councils  unimpaired;  but  in  order  that  the  party  may  more 
faithfully  reflect  constituency  opinion  it  is  also  proposed  to  create 
in  every  constituency  something  more  than  the  existing  trades 
council  or  local  labor  party.  It  is  proposed  to  multiply  the  local 
organizations  and  to  open  them  to  individual  men  and  women, 
both  handworkers  and  brainworkers,  who  accept  the  party  con¬ 
stitution  and  agree  with  its  aims.  The  individually  enrolled 
members  will  have,  like  the  national  societies,  their  own  repre¬ 
sentatives  in  the  party’s  councils  and  we  confidently  believe  that 
year  by  year  their  influence  will  deepen  and  extend.  The  weak¬ 
ness  of  the  old  constitution  was  that  it  placed  the  center  of  gravity 
in  the  national  society  and  not  in  the  constituency  organization; 
it  did  not  enable  the  individual  voter  to  get  into  touch  with  the 
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party  (except  in  one  or  two  isolated  cases,  like  that  of  Woolwich 
or  Barnard  Castle)  except  through  the  trade  union,  the  socialist 
society,  or  the  cooperative  society.  The  new  constitution  em¬ 
phasizes  the  importance  of  the  individual  voter.  It  says  to  the 
man  or  woman  who  has  lost  or  never  had  sympathy  with  the 
orthodox  parties,  “You  have  the  opportunity  now  not  merely 
of  voting  for  Labor  representatives  in  Parliament,  but  of  joining 
the  party  and  helping  to  mould  its  policy  and  shape  its  future.” 

Appeal  to  brainworkers.  Under  the  old  conditions  the  appeal 
of  the  party  was  limited.  It  has  seemed  to  be,  though  it  never 
actually  was,  a  class  party  like  any  other.  It  was  regarded  as 
the  party  of  the  manual  wage-earners.  Its  program  was  assumed, 
by  those  who  have  not  taken  the  trouble  to  examine  its  whole 
propaganda,  to  reflect  the  views  of  trade-unionists  not  as  citizens 
with  a  common  interest  in  good  government,  but  as  workers  seek¬ 
ing  remedies  for  a  series  of  material  grievances  touching  hours  of 
labor,  rates  of  wages,  conditions  of  employment.  This  misap¬ 
prehension  rests  upon  a  too  narrow  definition  of  the  term  “labor.” 
On  the  lips  of  the  earlier  propagandists  the  word  was  used  to  dif¬ 
ferentiate  between  those  whose  toil  enriched  the  community,  and 
those  who  made  no  productive  effort  of  any  kind,  but  lived  idly 
and  luxuriously  upon  the  fruits  of  the  labors  of  others.  The 
Labor  Party  is  the  party  of  the  producers  whose  labor  of  hand 
and  brain  provide  the  necessities  of  life  for  all  and  dignify  and 
elevate  human  existence.  That  the  producers  have  been  robbed 
of  the  major  part  of  the  fruits  of  their  industry  under  the  indi¬ 
vidual  system  of  capitalist  production  is  a  justification  for  the 
party’s  claims.  One  of  the  main  aims  of  the  party  is  to  secure  for 
every  producer  his  (or  her)  full  share  of  those  fruits  —  and  to 
insure  the  most  equitable  distribution  of  the  nation’s  wealth  that 
may  be  possible,  on  the  basis  of  the  common  ownership  of  land 
and  capital,  and  the  democratic  control  of  all  the  activities  of 
society. 

Program  of  the  British  Labor  Party.  The  report  on  the  general 
policy  of  the  party  (which  was  adopted  in  a  series  of  embodying 
resolutions  at  the  Conference  of  June,  1918)  dealing  with  recon¬ 
struction  covers  a  very  wide  range  of  problems.  It  lays  down  the 
doctrine  that  what  has  to  be  reconstructed  after  the  war  is  not  this 
or  that  Government  Department  or  piece  of  social  machinery,  but 
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society  itself.  This  party  declares  that  whether  in  opposition  or 
in  office  it  will  not  tolerate  the  revival  of  the  social  and  economic 
system  which  the  war  has  destroyed,  but  will  seek  to  build  up  a 
new  social  order  based  on  a  deliberately  planned  cooperation  in 
production  and  distribution  for  the  benefit  of  all  who  labor  by 
hand  or  by  brain.  Four  propositions  are  laid  down  in  the  Mem¬ 
orandum  upon  which  the  party  proposes  to  establish  the  demo¬ 
cratic  control  of  all  the  activities  of  society: 

(a)  The  universal  enforcement  of  the  national  minimum; 

(b)  The  democratic  control  of  industry; 

(c)  The  revolution  in  national  finance;  and 

(d)  The  surplus  wealth  for  the  common  good. 

The  national  minimum.  Applying  the  first  principle,  the  Labor 
Party  proclaims  its  resolve  to  secure  for  every  member  of  the 
community,  both  in  good  times  and  bad,  all  the  requisites  of  a 
healthy  life  and  worthy  citizenship.  It  proposes  to  do  this  by 
enforcing  the  universal  application  of  the  policy  of  a  prescribed 
minimum  of  health,  leisure,  education,  and  subsistence  by  the 
extension  of  such  legislation  as  the  Factory  Acts,  Truck  Acts, 
Public  Health  Acts,  Housing  Acts,  Education  Acts,  Minimum 
Wage  Acts,  and  Trade  Board  Acts. 

The  policy  of  the  party  in  regard  to  the  problems  of  demobiliza¬ 
tion  is  briefly  to  insure  that  the  demobilization  and  discharge  of 
the  eight  million  wage-earners  now  in  the  fighting  forces  or  engaged 
in  war  work  shall  be  so  regulated  as  to  avert  the  peril  of  wide¬ 
spread  unemployment  involving  the  whole  wage-earning  class  in 
economic  ruin.  The  party  insists  that  the  obligation  to  find  suit¬ 
able  employment  in  productive  work  for  all  these  men  and  women 
is  national,  and  that  until  work  is  found  it  is  the  duty  of  the 
Government  in  the  interest  of  the  community  as  a  whole  to  pro¬ 
vide  them  with  adequate  maintenance,  either  through  the  out- 
of-work  benefit  afforded  by  the  trade  unions  or  in  some  other 
way. 

In  order  to  prevent  the  occurrence  of  unemployment,  either  in 
the  course  of  demobilization  or  in  the  first  years  of  peace,  the 
party  urges  that  all  necessary  preparations  should  be  made  by  the 
Government  for  putting  in  hand  at  once,  directly  or  through 
the  local  authorities,  urgently  needed  public  works,  including  the 
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building  of  a  million  new  cottages,  new  schools,  and  training  cob 
leges;  the  making  of  new  roads,  railways,  canals;  afforestation, 
the  reclamation  of  land,  the  development  of  ports  and  harbors; 
and  the  establishment  of  cooperative  small  holdings;  whilst  steps 
ought  also  to  be  taken,  for  the  purpose  of  relieving  pressure  upon 
an  overstocked  labor  market,  to  raise  the  school-leaving  age  to 
sixteen  and  substantially  to  shorten  the  hours  of  labor  for  all 
young  people;  to  reduce  wherever  practicable  the  hours  of  adult 
labor;  and  to  limit  the  amount  of  overtime. 

Democratic  control.  The  policy  of  the  party  as  applied  to  in¬ 
dustry  contemplates  a  great  extension  of  the  principle  of  demo¬ 
cratic  control.  It  demands  the  progressive  elimination  of  the 
private  capitalist  from  the  control  of  industry  and  the  scientific 
reorganization  of  the  nation’s  industry  on  the  basis  of  the  common 
general  ownership  of  the  means  of  production,  the  equitable  shar¬ 
ing  of  the  proceeds  among  all  who  participate  in  any  capacity, 
and  the  adoption  of  such  methods  of  administration  and  control 
as  experience  has  shown  to  be  practicable  and  necessary. 

Social  and  political  reforms.  The  party’s  policy  of  national¬ 
ization  is  applied  not  only  to  great  undertakings  like  railways, 
mines,  shipping,  canals,  and  the  like,  and  to  the  super-power  sta¬ 
tions  for  the  production  of  electricity  which  are  in  contemplation, 
but  to  the  whole  business  of  retail  distribution  of  commodities 
like  household  coal  and  milk;  and  the  party  also  demands  that  the 
activities  of  the  profit-making  industrial  insurance  companies 
shall  be  undertaken  by  the  departments  charged  with  the  admin¬ 
istration  of  health  insurance  in  its  various  aspects. 

In  the  sphere  of  political  reforms  the  Labor  Party  demands 
complete  adult  suffrage  with  absolutely  equal  rights  for  both  sexes, 
shorter  Parliaments,  and  the  same  civic  rights  for  soldiers  and 
sailors  as  for  officers.  For  the  complete  emancipation  of  women 
it  affirms  the  principle  of  equal  pay  for  equal  work  on  the  in¬ 
dustrial  side  and  full  equality  of  civic  rights  with  men. 

In  education,  the  Labor  Party  is  not  satisfied  with  the  meager 
advance  made  by  the  Act  of  1918.  It  demands  a  systematic  re¬ 
organization  of  the  whole  system  on  a  basis  of  social  equality. 
For  this,  education  must  be  provided  for  child,  youth,  and  adult, 
schools  and  colleges,  irrespective  of  social  class  and  wealth,  must 
be  regarded  solely  from  the  point  of  educational  efficiency,  and 
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the  teaching  profession,  without  distinction  of  grade,  must  be 
recognized  as  one  of  the  most  valuable  to  the  community 

In  the  matter  of  temperance  reform  the  party  proclaims  the 
policy  of  public  right,  which  it  proposes  to  assert  over  the  liquor 
traffic  by  giving  localities  power  to  prohibit  the  sale  of  liquor 
within  their  boundaries,  to  regulate  the  conditions  under  which 
liquor  may  be  sold,  and  to  determine  how  the  popular  refresh¬ 
ment  houses  shall  be  conducted. 

In  housing,  the  Labor  Party  considers  it  essential  that  all  funds 
should  be  supplied  and  all  plans  should  be  made  ready  for  the 
provision  of  a  million  new  houses  immediately  on  the  outbreak  of 
peace. 

Standing,  as  it  does,  for  the  democratic  control  of  industry, 
the  Labor  Party  announces  its  intention  of  resisting  any  attempt 
to  abandon  the  present  profitable  centralization  of  the  importa¬ 
tion  and  distribution  of  raw  material  used  in  indispensable  in¬ 
dustries,  and  will  insist  upon  maintaining  the  elaborate  system  of 
costing  and  public  audit  which  has  been  set  up. 

Taxation.  The  party’s  proposals  for  dealing  with  the  pro¬ 
blems  of  national  finance  involved  the  institution  of  a  system  of 
taxation  designed  to  obtain  the  revenue  necessary  for  meeting  war 
charges  and  the  cost  of  reconstruction  from  the  largest  incomes 
and  the  biggest  private  fortunes.  It  proposes  that  the  income  tax 
and  supertax  should  be  levied  in  such  a  way  as  to  make  the  real 
sacrifice  of  all  the  taxpayers  as  nearly  as  possible  equal,  raising 
the  present  unduly  low  minimum  income  assessable  to  the  tax, 
and  steeply  graduating  the  scale  of  taxation  from  id,  in  the  £ 
[pound]  on  the  smallest  assessable  income  up  to  165.  or  even  195. 
in  the  £  [pound]  on  the  highest  income  of  the  millionaires.  To 
free  the  nation  from  the  greater  part  of  its  new  load  of  interest- 
bearing  debt  for  loans  the  Labor  Party  proposes  a  special  caDital 
levy  to  pa}'  off  a  substantial  part  of  the  entire  national  debt, 
chargeable  like  the  death  duties  on  all  property,  with  exemption 
of  the  smallest  savings  and  with  very  steeply  graduated  rates 
which  will  take  only  a  small  contribution  from  the  people  with 
small  incomes  and  a  very  much  larger  percentage  from  the 
wealthy. 

In  the  interests  not  only  of  the  wage-earners,  but  of  every  grade 
and  section  of  producers,  the  absorption  of  the  wealth  of  the  com- 


406  THE  ORGANIZED  LABOR  MOVEMENT 

munity  by  individual  proprietors  must  in  future  be  stopped,  and 
the  party  proposes  that  this  constantly  arising  surplus  wealth,  to 
be  secured  on  the  one  hand  by  steeply  graduated  taxation  of 
private  income  and  riches,  shall  be  used  for  social  purposes;  in¬ 
cluding  provision  for  the  aged,  the  sick  and  infirm,  for  the  estab¬ 
lishment  of  a  genuine  national  system  of  education,  and  for  the 
organization  of  public  improvements  of  all  kinds,  including  a  great 
development  of  the  means  of  recreation  for  the  people,  the  en¬ 
couragement  of  scientific  investigation  and  original  research  in 
every  branch  of  knowledge,  and  for  the  promotion  of  music, 
literature,  and  the  fine  arts. 

Problems  of  the  Empire.  Upon  the  broader  problems  of 
political  reconstruction  the  Labor  Party  stands  for  a  repudiation 
of  the  Imperialism  which  seeks  to  dominate  other  races  and 
countries,  and  looks  forward  to  an  ever-increasing  intercourse,  a 
constantly  developing  exchange  of  commodities,  a  steadily  grow¬ 
ing  mutual  understanding,  and  a  continually  expanding  friendly 
cooperation  among  all  the  peoples  of  the  world.  Not  only  does 
it  demand  Home  Rule  for  Ireland  immediately.  It  presses  also 
for  separate  legislative  assemblies  for  Scotland,  Wales,  and  even 
England.  Indeed,  the  development  of  a  system  of  Home  Rule 
all  round,  within  the  Empire,  and  the  fullest  possible  extension 
of  the  principle  of  democratic  self-government  is  an  essential 
feature  of  the  Labor  Party  policy,  which  safeguards  the  absolute 
autonomy  of  each  self-governing  part  of  the  Empire,  while  it  also 
permits  a  continuous  participation  by  Ministers  of  the  Dominions, 
of  India,  and  eventually  of  other  dependencies,  in  the  control  of 
foreign  policy  and  Imperial  affairs. 

Beyond  the  maintenance  of  the  British  Empire  in  harmony 
with  these  principles,  the  Labor  Party  looks  for  the  immediate 
establishment  of  a  universal  league  or  society  of  nations  with 
suitable  machinery  for  judicial  arbitration  and  conciliation, 
which  will  enable  the  nations  to  settle  their  disputes  with  one 
another  without  resort  to  war.  In  relation  to  foreign  countries, 
the  Labor  Party  disclaims  all  idea  of  economic  war;  it  objects  t« 
all  protective  customs  tariffs;  it  believes  that  nations  are  in  no 
way  damaged  by  one  another’s  economic  prosperity  or  commer¬ 
cial  progress;  and  it  looks  ultimately  to  the  establishment  of  uni¬ 
versal  free  trade  as  one  of  the  ultimate  safeguards  of  world  peace. 
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The  party  stands  for  the  abolition  of  secret  diplomacy,  the 
control  of  foreign  policy  by  Parliament,  and  the  substitution  of  a 
policy  of  international  cooperation  for  the  policy  of  the  balance  oi 
power  involving  the  creation  of  hostile  alliances  and  combinations. 

6.  Why  there  is  no  Labor  Party  in  the  United  States  1 

It  is  a  common  practice  for  members  of  the  American  intelli¬ 
gentsia  frequently  to  bewail  the  “backwardness”  of  the  American 
labor  movement  in  political  matters  in  comparison  with  the  ad¬ 
vanced  development  of  the  British  movement.  Here,  we  not 
only  do  not  have  a  political  labor  party,  but  all  attempts  to  form 
one  seem  doomed  to  speedy  failure.  The  Labor  Party  across  the 
seas,  on  the  other  hand,  with  over  190  members  in  Parliament,  has 
assumed  power  and  now  constitutes  His  Majesty’s  Government. 
The  conclusion  that  is  generally  drawn  from  this  comparison  is 
that  the  American  movement  must  be  much  more  lacking  in  in¬ 
telligence  and  in  the  capacity  to  organize  and  to  cooperate  for 
common  objectives  —  or,  in  a  word,  that  the  American  worker  is 
inferior  to  the  British. 

Such  critics  have  perhaps  never  tried  to  reconcile  this  conclusion 
with  the  undeniable  fact  that  in  the  industrial  field  the  American 
unions,  organized  into  the  112  component  international  unions  of 
the  A.  F.  of  L.,  and  the  half  dozen  national  unions  outside  that 
body,  far  surpass  in  compactness  of  structure  and  efficiency  of 
organization  the  many  hundreds  of  sovereign  English  unions 
which  overlap  each  other  in  wild  confusion,  both  sectionally  and 
industrially. 

If  we  are  to  explain  the  relative  slowness  of  American  labor  to 
create  a  political  party  of  its  own,  we  must  then  search  for  less 
superficial  causes  than  that  frequently  ascribed,  and  it  is  that 
which  this  article  attempts  to  do. 

Economic  influences.  In  the  first  place,  it  should  never  be 
forgotten  that  England  experienced  the  Industrial  Revolution 
several  decades  before  we  did.  The  modern  factory  system  which 
began  to  come  into  being  in  England  around  1780  had  become 
firmly  and  widely  established  by  1830,  and  by  that  time  had 
created  its  large  attendant  class  of  propertyless  industrial  wage- 
earners.  On  the  other  hand,  although  we  had  cotton  and  woolen 

1  From  an  article  by  Paul  H.  Douglas  in  American  Labor  Monthly ,  February,  1924. 
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mills  before  the  Civil  War,  the  factory  as  a  pervasive  industrial 
type  did  not  become  predominant  until  approximately  1880-  It  is 
probably  not  an  exaggeration  to  say  that  we  were  half  a  century 
slower  in  the  development  of  the  industrial  system  than  was 
Great  Britain.  Moreover,  in  England,  manufacturing  has  come 
so  far  to  outshadow  agriculture  that  the  industrial  population  is 
not  balanced  by  farmers  and  farm  workers  to  anywhere  near  the 
degree  that  it  is  in  this  country. 

In  consequence  of  this,  individual  opportunity  for  the  workers 
to  rise  in  the  industrial  scale,  not  merely  to  become  millionaires, 
but  to  become  small  masters  or  farm-owners,  is  and  always  has 
been  much  greater  in  the  United  States  than  in  England.  The 
condition  of  the  English  workers  has  always  been  far  more  de¬ 
graded  and  the  alternative  of  free  land  has  not  been  present. 
Although  the  opportunities  in  America  for  rising  in  the  industrial 
scale  are  rapidly  narrowing,  we  have  not  yet  reached  the  stage  of 
a  rigid  caste  society,  to  which  England  has  virtually  come. 

Since  the  American  workman  has  far  more  hope  of  rising  by  his 
own  merits,  he  tends  to  rely  more  upon  individual  effort  than  the 
England  worker  who,  on  the  contrary,  sees  his  salvation  only  in 
group  struggle  and  cooperation.  It  is  this  which  makes  the  per¬ 
centage  of  industrial  wage-earners,  who  are  organized  at  all,  far 
smaller  in  this  country  than  in  Great  Britain.  And  the  smaller 
the  union  membership,  the  less  energy  and  strength  there  is  to 
form  a  political  labor  movement. 

Nor  is  this  all.  The  type  of  workers  now  organized  in  this 
country  is  much  the  same  as  in  England  forty  years  ago  — 
namely,  the  skilled.  The  organization  of  unskilled  and  common 
labor  which  has  proceeded  at  so  rapid  a  pace  in  England  during 
the  last  twenty  years  has  not  as  yet  occurred  in  the  United  States 
to  any  appreciable  degree.  In  consequence,  those  who  are  union 
members  are  in  the  main  able  to  obtain  their  demands  through 
industrial  action  alone  and  do  not  need  legislation  to  give  them 
better  wages,  shorter  hours,  or  better  conditions.  Hence  they 
conclude  that  if  the  State  will  only  let  them  alone,  they  will  look 
out  for  themselves.  Such  in  the  main  is  the  position  of  Mr.  Sam¬ 
uel  Gompers  to-day. 

Mr.  Gompers’s  political  and  social  philosophy  is  essentially  that 
of  Herbert  Spencer.  Such  a  philosophy  is  indeed  quite  admirably 
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adapted  to  the  purposes  of  economically  powerful  groups  —  for 
if  the  State  will  only  stop  any  regulation  of  industry,  whether  of 
employer  or  employee,  then  the  strong,  by  refusing  to  provide 
their  services,  save  on  terms  satisfactory  to  themselves,  will  be 
able  to  wrest  from  society  at  least  as  much  and  generally  more 
than  they  could  secure  were  the  State  to  interfere.  We  all  realize 
that  this  is  eminently  true  in  case  of  the  large  employer;  but  it  is 
also  applicable,  although  of  course  to  a  lesser  degree,  to  the  aris¬ 
tocracy  of  labor.  There  is  small  reason,  then,  for  the  skilled 
trades  to  advocate  the  policy  of  using  the  State  as  an  agency  of 
social  reform,  since  they  neither  need  nor  want  social  reform  for 
themselves.  That  is  why  President  Gompers  and  his  associates 
have  so  steadily  opposed  the  State  regulation  of  hours  and  of 
wages,  and  why  they  have  opposed  health  insurance,  and  turned 
a  deaf  ear  toward  old-age  pensions  and  unemployment  insurance. 
If  they  are  given  the  unlimited  right  to  strike,  to  boycott,  and  to 
picket,  they  can,  so  they  believe,  secure  all  these  things  for  them¬ 
selves.  That  there  are  millions  of  unskilled  workers  who  cannot 
secure  these  conditions,  because  of  their  lack  of  economic  power, 
does  not  seem  greatly  to  influence  the  dominant  forces  within  the 
A.  F.  of  L.  As  long,  indeed,  as  such  skilled  trades  as  the  building 
crafts,  the  molders,  and  the  more  skilled  printing  crafts  control 
American  labor  policy,  we  cannot  expect  a  labor  party  in  any  real 
form  to  eventuate.  For  if  a  labor  party  were  formed,  it  would  be 
led  inevitably  by  the  very  laws  of  its  being  not  to  stop  merely  with 
freeing  the  economic  power  of  the  unions.  In  order  to  provide 
itself  with  campaign  material  to  secure  the  vote  of  unskilled  labor, 
it  would  inevitably  be  led  to  advocate  collectivism  and  State  con¬ 
trol  of  industry.  Political  labor  parties,  like  trade  unions,  must 
have  something  with  which  to  occupy  themselves.  Once  such 
an  organization  is  set  up,  it  will  be  forced  to  create  issues  which 
run  strictly  counter  to  the  political  philosophy  of  the  present 
leaders.  Forays  into  the  primaries  of  the  old  parties  in  order  to 
redress  individual  grievances  can,  on  the  other  hand,  be  controlled 
more  effectively  and  no  machinery  is  created  to  hunger  for 
further  political  power  once  the  immediate  end  has  been  obtained. 

British  parallelisms.  British  labor  during  the  seventies  and 
eighties  was  dominated  by  similar  crafts  and  had  an  identical 
policy.  The  carpenters,  the  masons,  the  ironmolders,  and  the 
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engineers  (machinists),  together  with  the  cotton-weavers  and 
spinners,  under  the  leadership  of  Henry  Broadhurst,  George 
Howell,  and  John  Burnett,  controlled  the  Trade-Union  Congress. 
Having  secured  what  they  believed  to  be  immunity  from  the  law 
by  the  Employers’  and  Workmen’s  Act  of  1876,  just  as  Mr. 
Gompers  believed  he  had  attained  immunity  for  American  labor 
by  the  passage  of  the  Clayton  Act,  the  English  leaders  settled 
back  and  proceeded  to  oppose  the  State  regulation  of  hours  of 
work,  to  vote  down  proposals  for  universal  manhood  suffrage,  and 
of  course  to  regard  collective  ownership  as  anathema. 

It  was  the  organization  of  the  unskilled,  first  in  1886  and  in¬ 
creasingly  since  1900,  that  swept  these  leaders  and  their  followers 
from  power  and  replaced  them  with  Ben  Tillett,  J.  R.  Clynes,  Will 
Thorne,  Robert  Smillie,  and  others  representing  the  humbler 
workers,  who  had  come  to  demand  that  the  State  should  cease  its 
sham  neutrality  and  should  be  used  to  redress  the  weakness  in  the 
economic  bargaining  power  of  the  unskilled  laborers. 

The  extraordinary  similarity  of  Mr.  Gompers  to  Henry  Broad¬ 
hurst  is  indeed  most  striking,  and  those  who  think  that  Mr. 
Gompers’s  policy  is  an  anachronism  should  reflect  upon  the  fact 
that  Broadhurst  was  the  idol  of  the  British  labor  movement  less 
than  forty  years  ago. 

A  further  reason  for  the  difficulty  of  uniting  American  labor 
upon  either  a  common  political  or  economic  program  is  the  great 
racial  heterogeneity  of  the  working  population,  as  contrasted 
with  the  relatively  uniform  racial  stock  of  any  given  English 
locality.  The  skilled  trades  in  this  country  are  predominantly 
manned  either  by  Anglo-Saxon  stock  or  by  the  children  of  former 
immigrants  from  northwestern  Europe.  The  lower  varieties  of 
industrial  labor,  on  the  other  hand,  are  performed  in  the  main  by 
those  “newer”  immigrants  from  southeastern  Europe  and  in¬ 
creasingly  of  late  by  the  negroes.  American  industry  largely 
rests,  indeed,  upon  these  two  helot  classes,  for  whom  a  large  pro¬ 
portion  of  the  skilled  workers  have  only  racial  contempt  and 
animosity.  Political  cooperation  between  the  various  groups  is 
therefore  at  present  extremely  difficult. 

The  influence  of  political  structure.  But  there  are  other  causes 
for  the  non-development  of  a  political  labor  party  in  this  country. 
The  political  structure  and  institutions  of  Great  Britain  are  such 
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as  logically  to  necessitate  the  formulation  of  a  separate  labor 
party,  while  the  American  political  structure  chiefly  operates  to 
delay  and  to  prevent  it. 

National  parties.  Thus,  in  America,  our  parties  are  national, 
but  most  legislation  that  vitally  affects  the  worker  must  be  passed 
by  the  forty-eight  States.  In  England,  on  the  other  hand,  one 
Parliament  is  the  lawgiver  for  the  land.  In  the  United  States, 
therefore,  a  large  national  vote  and  the  election  of  a  number  of 
representatives  to  the  National  Congress  is  no  assurance  that 
legislation  beneficial  to  the  workers  will  result.  It  is  from  the 
States  that  the  workers  must  primarily  expect  relief  and  to  State 
politics  that  they  must  predominantly  address  themselves.  This 
preoccupation  with  State  affairs,  however,  operates  against  the 
formation  of  a  national  party  and  causes  the  adoption  of  varying 
political  methods  in  the  different  States.  Thus,  in  1920  the 
organized  forces  of  labor  in  North  Dakota  supported  the  Re¬ 
publicans,  in  Montana  the  Democrats,  while  in  Washington  they 
were  allied  with  the  Farmer-Labor  Party.  Such  a  variety  of 
tactics  may  have  been  the  wise  method  so  far  as  the  political 
situation  in  each  State  was  concerned,  but,  from  a  national  stand¬ 
point,  its  effect  was  to  have  the  votes  of  men  with  almost  identical 
political  ideals  neutralize  and  cancel  each  other.  In  England  a 
more  or  less  uniform  national  policy  must  necessarily  be  followed, 
and  this  uniformity  fosters  the  development  of  a  separate  labor 
party. 

Presidential  Government.  Another  barrier  is  created  because 
of  the  fact  that  the  executive  in  this  country  is  elected  directly  by 
the  people,  and  is  therefore  outside  the  control  of  the  legislature, 
while  in  England,  with  her  cabinet  system  of  government,  the 
executive  is  virtually  chosen  by  Parliament  and  is  dependent 
upon  Parliament  for  its  continuance.  Consequently,  the  execu¬ 
tive  in  this  country  can  represent  only  one  party,  while  in  Eng¬ 
land  the  cabinet  may  be  formed  by  varying  shades  of  opinion. 
There,  as  in  all  Continental  countries,  a  handful  of  representa¬ 
tives,  on  the  contrary,  may  be  of  tremendous  importance.  They 
may  determine  who  shall  form  the  cabinet  as  well  as  dictate 
some  of  its  members.  Thus,  in  the  1909  English  Parliament,  the 
Labor  Party  and  the  Irish  Nationalists  held  the  balance  of  power, 
and  it  was  their  support  alone  that  enabled  the  Liberals  to  con- 
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tinue  in  power.  The  Liberals,  in  return  for  the  support  of  the 
Irish,  were  forced  to  push  Home  Rule,  while  to  retain  the  support 
of  Labor,  they  were  driven  to  the  advocacy  of  social  reform.  The 
creation  of  the  system  of  employment  exchanges,  the  passage  of 
the  Old-Age  Pensions  Act,  and  of  the  Trade  Boards  (Minimum- 
Wage)  Act,  as  well  as  the  installation  of  health  and  unemploy¬ 
ment  insurance,  were  all  predominantly  due  to  the  pressure  of  the 
Labor  Party,  which  forced  the  Liberal  politicians  to  pass  such 
measures  if  they  were  to  remain  in  office.  The  social  reform 
program  of  Lloyd  George  would  indeed  have  been  relatively 
helpless  against  the  opposition  of  the  two  older  Liberal  Imperi¬ 
alists,  Asquith  and  Grey,  had  it  not  been  for  the  ever-present 
menace  of  a  separate  group  of  Labor  members,  upon  whose  good 
favor  Messrs.  Asquith  and  Grey  depended  in  large  part  for  their 
continuance  in  power.  In  a  similar  fashion,  the  Socialist  mem¬ 
bers  of  the  French  Chamber  of  Deputies  have  been  able  to  exercise 
a  great  deal  of  influence  upon  the  formation  of  cabinets,  and  upon 
cabinet  policies,  which  was  perhaps  most  notably  evidenced  in 
the  case  of  the  Waldeck-Rousseau  Cabinet. 

The  cabinet  system  of  government,  therefore,  lends  itself  to  the 
creation  of  many  parties,  while  our  system  of  an  independent 
executive  tends  to  prevent  the  permanent  existence  of  more  than 
two  parties.  The  anonymous  author  of  Behind  the  Mirrors 
states  this  point  succinctly:  1  “ Groups  will  not  be  able  in  this 
country  as  in  Europe  to  elect  members  of  the  national  legislature 
independently  and  then  form  a  combination  and  pick  their  own 
executive.  They  are  under  compulsion  to  elect  the  executive  at 
large  by  the  votes  of  the  whole  people.  They  must  hold  together 
enough  for  that  purpose.  The  centrifugal  tendency  of  minorities 
in  the  American  system  is  thus  effectively  restrained.  Groups 
must  work  within  the  parties,  as  the  agricultural  bloc  has  done 
and  as  the  proposed  workers’  bloc  promises  to  do.” 

The  Supreme  Court.  In  the  third  place,  the  presence  and 
powers  of  our  Supreme  Court,  operating  as  it  does  under  a  written 
constitution,  has  tended  powerfully  to  discourage  political  action. 
Of  what  use  is  it  to  wage  a  political  struggle  and  finally  to  pass  a 
law,  many  ask,  if  all  one’s  efforts  are  rendered  nugatory  by  a 
decision  of  the  Supreme  Court  declaring  the  law  to  be  unconstitu- 

1  Behind  the  Mirrors,  pp.  215-16.  G.  P.  Putnam’s  Sons,  publishers. 
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tional?  The  large  number  of  social  reform  measures  that  have 
thus  been  overthrown  by  the  Supreme  Court  has  convinced  large 
groups  of  workers  of  the  futility  of  political  action,  particularly  in 
view  of  the  virtual  impossibility  of  popularly  determining  the 
appointees  to  the  Court.  The  absence  of  any  Supreme  Court  or 
written  constitution  in  England  has  made  Parliamentary  legisla¬ 
tion  the  supreme  law  of  the  land.  By  removing  the  power  of 
judicial  review  it  has  been  made  possible  for  the  labor  movement 
to  concentrate  upon  political  action  with  the  assurance  that  once  a 
measure  is  enacted,  it  will  remain  until  repealed  by  a  future  act 
of  Parliament. 

The  direct  primary.  A  still  further  obstacle  to  the  creation  of 
a  labor  party  is  the  fact  that  the  direct  primary  makes  it  possible 
for  the  American  labor  movement  actively  to  enter  politics  with¬ 
out  creating  a  separate  party,  while  its  absence  in  England  virtu¬ 
ally  compelled  the  creation  of  such  a  party.  In  England  the 
Liberal  and  Conservative  nominations  for  Parliament  are  largely 
made  by  the  national  committees  of  the  two  parties,  subject  to 
ratification  by  the  more  or  less  dosed  organizations  of  the  stal¬ 
wart  party  members  in  the  various  localities.  Nominations  are 
thus  largely  dictated  from  the  center  and  there  is  little  or  no 
possibility  of  Labor  capturing  the  political  machinery  of  the  old 
parties  on  any  large  scale.  Without  a  labor  party,  the  workmen 
were  largely  compelled  to  take  such  candidates  as  the  two  old 
parties  offered.  It  is,  of  course,  true  that  after  much  pressure, 
the  Liberal  whips  did  consent  to  grant  a  number  of  candidacies  to 
representatives  of  the  working  class  and  that  a  small  Liberal- 
Labor  (Lib-Lab)  bloc  developed  in  consequence  in  Parliament. 
But  the  Liberal  central  organizations  naturally  would  not  provide 
for  many  such  representatives.  When  the  conservative  English 
trade  unions,  therefore,  felt  themselves  endangered  by  the  Taff- 
Vale  decision,  which  declared  the  unions  and  their  members  to  be 
financia’ly  responsible  for  the  acts  of  their  officers,  and  which,  in 
addition,  more  rigidly  restricted  the  rights  of  picketing  and  boy¬ 
cotting,  they  had  little  power  of  recourse  within  the  old  parties. 
To  elect  a  large  number  of  Laborites,  it  became  necessary  to  form 
a  new  party  which  would  run  independent  candidates.  The  old- 
line  unionists  thus  felt  themselves  to  be  forced  to  combine  with  the 
Independent  Labor  Party  and  the  British  Labor  Party  thus  came 
into  being. 
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Far  different  is  the  situation  in  this  country.  Here  labor,  in 
virtually  all  the  States,  can  invade  the  primaries  of  the  old  parties, 
and,  if  it  is  powerful  enough,  nominate  its  men  under  Democratic 
or  Republican  labels.  It  is  probable,  indeed,  that  this  has  been 
the  chief  reason  why  the  workers  have  not  felt  the  necessity  of 
late  of  forming  a  separate  party.  It  is  doubtful  whether  Mr. 
Gompers  would  have  been  able  to  satisfy  the  movement  in  this 
country  by  the  policy  of  “reward  your  friends  and  punish  your 
enemies”  had  it  not  been  for  the  rapid  spread  of  the  system  of 
direct  primaries.  Formerly,  nominations  were  almost  exclusively 
in  the  hands  of  the  party  machines  and  the  workers  were  faced 
with  candidates  in  whose  selection  they  had  had  little  or  no 
choice.  Friends  were  few  to  reward  and  enemies  were  many. 
No  real  alternative  presented  itself  to  the  voters.  With  direct 
primaries,  it  is  possible,  however,  for  labor,  as  well  as  for  other 
progressive  groups,  to  enter  the  primaries  of  the  two  old  parties 
and  try  to  nominate  their  favorites.  The  A.  F.  of  L.  has  in  recent 
years  broadened  the  scope  of  its  political  activities  to  do  this  very 
thing,  along  the  lines  which  have  been  followed  by  the  Non- 
Partisan  League.  A  considerable  number  of  labor  representatives 
have  thus  been  elected  to  our  legislative  bodies,  without  the 
creation  of  a  separate  labor  party  —  a  development  which  would 
have  been  virtually  impossible  in  England. 

The  single-member  district.  Finally,  the  fear  in  this  country 
of  throwing  away  one’s  vote  or  of  actually  helping  the  least 
desirable  of  the  candidates  of  the  two  major  parties,  by  running  a 
third  ticket,  has  restrained  many  such  candidates  from  being 
advanced  and  large  groups  of  electors  from  voting  for  those  that 
have  run.  Under  our  system  of  electing  representatives  from 
single-member  districts  by  plurality  or  majority  vote,  men  are 
afraid  to  divide  the  more  or  less  progressive  groups  by  running  a 
third  party,  since  such  a  party  would  generally  permit  the  more 
conservative  candidates  to  be  elected.  The  national  leaders  of 
labor  have  therefore  preferred  to  conclude  a  more  or  less  implicit 
alliance  with  the  Democratic  Party,  rather  than,  by  creating  a 
new  party,  enable  the  Republicans  to  sweep  the  country  more 
completely  and  decrease  the  number  of  representatives  with  labor 
sympathies. 

Such  an  obstacle  to  the  development  of  a  vigorous  third  party 
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is,  of  course,  inevitable  wherever  proportional  representation  is 
not  used,  for  the  necessity  of  a  candidate  commanding  a  plurality 
predominantly  condemns  the  voters  with  labor  sympathies  to  the 
thralldom  of  the  second-best,  or,  more  often,  to  a  choice  between 
the  lesser  of  two  evils. 

This  situation  was  mitigated  in  England  by  the  little  known 
gentlemen’s  understanding  between  the  Liberal  and  Labor  cam¬ 
paign  committees  in  1909  and  1910,  to  the  effect  that  they  would 
not  “cut  each  other’s  throats”  by  running  many  candidates 
against  each  other.  A  certain  number  of  uncontested  seats  were 
thus  assigned  to  the  Labor  Party,  which  in  turn  refrained  from 
running  candidates  in  the  vast  majority  of  the  other  constitu¬ 
encies.  The  area  of  electoral  conflict  between  the  two  parties  was 
thus  closely  circumscribed.  This  policy  on  the  part  of  the 
Liberal  whips  saved  the  elections  of  1909  and  1910  for  them, 
although  it  raised  the  Frankenstein  of  a  strong  Labor  Party  that 
may  yet  devour  official  Liberalism.  Such  an  agreement  would  be 
impossible  in  this  country,  both  because  of  the  election  of  an 
independent  executive  and  because  the  political  machinery  of  our 
parties  is  so  much  more  decentralized  that  any  such  division  of 
territory  would  be  impossible. 

It  should  not  be  thought  from  the  foregoing  that  a  political 
labor  party  is  an  impossibility.  On  the  contrary,  the  writer 
believes  that  such  a  party  is  distinctly  desirable  and  that  it  will 
come  in  the  not  too  distant  future.  But  it  has  many  real  ob¬ 
stacles  to  face  which  will  probably  delay  its  advent  and  long 
militate  against  its  acquiring  great  political  power. 

7.  Prospects  for  a  Labor  Party  in  the  United  States  1 

Why  a  labor  party?  Again  and  again  groups  of  belligerent 
American  wage-earners  have  attempted  to  break  into  politics,  but 
hitherto  American  workers  have  refused  to  be  weaned  from 
trustful  allegiance  to  the  Republican  and  Democratic  parties. 
The  anti-political  and  purely  syndicalist  policy  of  the  American 
Federation  of  Labor  derives  from  a  recollection  of  the  past  futility 
and  danger  to  American  labor  of  political  agitation,  from  fear 
that  such  agitation  will  divide  the  workers  against  one  another 
and  from  a  conviction  of  the  salutary  effect  on  the  unity  of  the 

From  The  New  Republic,  vol.  18,  pp.  397-400.  April  26,  1919, 
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labor  movement  of  an  exclusive  policy  of  direct  class  trade-union 
action.  Are  there  sound  reasons  for  believing  that  these  con¬ 
siderations  are  losing  their  force? 

Increasing  importance  of  politics.  In  our  opinion  there  are 
such  reasons.  In  the  past  the  relation  of  the  American  laborer  to 
his  employer  and  his  employer’s  business  was  vastly  more  im¬ 
portant  to  him  than  his  relations  to  the  Government.  Although 
the  State  frequently  interfered  in  industrial  controversies  and 
almost  always  to  the  disadvantage  of  the  wage-earner,  the  State 
was  not  his  worst  enemy:  nor  was  its  friendship  indispensable. 
The  wage-earner  was  struggling  tenaciously  to  maintain  himself 
against  the  powerful  employers’  organizations  and  against  the 
competition  of  a  constantly  increasing  volume  of  European  im¬ 
migration.  He  was  not  strong  enough  to  put  up  a  political  as 
well  as  an  industrial  fight,  and  unless  he  selected  his  ground 
prudently  and  paid  careful  attention  to  the  economic  stamina  of 
his  union  associates  he  was  in  danger  of  suffering  a  complete 
defeat.  Under  such  conditions  the  American  Federation  of 
Labor  may  have  been  justified  in  eschewing  politics  and  in  con¬ 
centrating  its  attention  on  organizing  the  skilled  trades  and 
fighting  exclusively  for  the  increased  economic  power  of  its  own 
limited  membership.  During  the  last  few  years  these  conditions 
have  changed.  The  American  Federation  of  Labor  is  no  longer 
the  harried  and  almost  outlawed  organization  that  it  was  for  so 
many  years.  The  Federal  Government  recognized  it  during  the 
war  and  asked  its  cooperation  in  organizing  the  production  of  the 
necessary  volume  of  war  supplies.  Immigration  has  ceased  and 
will  not  return  to  its  former  volume.  The  wage-earning  class  won 
a  substantial  increase  in  economic  power  and  independence.  No 
doubt  the  relation  of  the  wage-earners  to  their  employers  is  still 
of  more  importance  to  them  than  their  relation  to  the  State,  but 
under  the  new  conditions  the  attempt  to  keep  the  two  relation¬ 
ships  separate  will  suffer  from  manifest  artificialities.  The 
Government  interferes  in  all  considerable  industrial  controversies, 
and  this  interference  has  only  begun.  When  the  wage-earners 
demand  union  recognition,  a  universal  eight-hour  day.  a  national 
minimum  of  health  and  security,  and  the  nationalization  of  the 
railroads  and  the  coal  mines,  they  are  putting  forth  a  program 
with  political  aspects  whose  fulfillment  will  depend  in  the  end 
upon  their  ability  to  exercise  political  power. 
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If  the  American  Federation  of  Labor  does  not  recognize  the 
meaning  of  these  changes  and  assist  instead  of  opposing  the 
formation  of  an  American  Labor  party,  it  will  in  the  long  run 
forfeit  its  leadership  of  the  American  wage-earner.  The  condi¬ 
tions  are  favorable  and  the  time  has  come  for  the  American 
worker  to  take  the  aggressive,  and  to  insist  on  those  changes  in 
our  political  institutions  which  will  vindicate  his  claim  to  in¬ 
dustrial  citizenship.  American  labor  leaders  have  preached  for 
years  the  doctrine  that  wage-earners  should  not  be  treated  as  a 
commodity.  They  have  organized  and  agitated  and  fought  in 
order  to  force  on  industrial  managers  the  recognition  of  wage- 
earners  as  human  beings  whose  welfare  should  not  be  subordi¬ 
nated  to  the  making  of  profits.  They  must  continue  to  organize, 
to  agitate,  to  negotiate,  and  to  strike  for  the  purpose  of  insisting 
on  the  prior  claim  of  their  needs  as  human  beings  upon  the  pro¬ 
duct  and  process  of  industry.  Indirect  political  action,  as  they 
know,  affords  no  substitute  for  direct  action.  But  the  converse  is 
also  true.  If  they  try  by  direct  action  alone  to  prevent  labor 
from  being  treated  as  a  commodity,  they  will  either  fail  or  they 
will  land  in  revolution.  The  reorganization  of  American  social 
and  industrial  life  for  the  purpose  of  subordinating  the  mechanical 
and  capitalistic  element  in  industry  to  the  human  element  is  in 
large  part  a  political  problem.  The  wage-earners  cannot  trust 
the  Democratic  and  Republican  parties  to  carry  on  the  work. 
Its  accomplishment  demands  the  cooperation  of  the  hand  and 
brainworkers  of  the  Nation,  consciously  organized  and  educated 
for  participation  in  this  essentially  political  task. 

Post-war  influences.  The  existing  industrial  situation  illus¬ 
trates  the  need  of  supplementing  direct  with  political  action. 
During  the  war  the  wage-earners  benefited  by  an  inexhaustible 
demand  for  commodities  which  enabled  them  to  obtain  uninter¬ 
rupted  employment  at  increased  wages.  Since  the  end  of  the 
war  the  demand  for  commodities,  particularly  in  the  metal  in¬ 
dustries,  has  diminished.  The  volume  of  production  has  dimin¬ 
ished  with  the  demand.  The  price  of  metal  products  is  coming 
down  and  will  come  down  still  further.  Hitherto  no  general 
reduction  of  wages  has  taken  place,  but  many  wage-earners  are 
being  discharged  and  employers  are  insisting  upon  lower  wages  as 
a  necessary  corollary  of  lower  prices.  But  if  wages  are  lowered 
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and  unemployment  increased,  even  though  rent,  food,  clothing 
remain  at  their  present  high  prices,  the  industrial  management  of 
the  country  will  have  treated  labor  as  a  commodity.  They  will 
sacrifice  the  public  interest  in  maintaining  high  standards  of  living 
to  the  avoiding  of  losses  or  the  making  of  profits.  What  else  can 
the  managers  of  particular  industries  do?  They  can,  of  course, 
devote  much  more  intelligence  and  consideration  to  handling  the 
problem  of  hiring  and  firing  and  dealing  with  their  employees 
than  they  have  done  in  the  past,  but  they  cannot  risk  bankruptcy 
by  operating  at  a  loss.  The  better  employers  are  frequently 
obliged  to  follow  the  example  of  less  scrupulous  competitors  and 
to  ask  their  employees  to  choose  between  work  under  hard  condi¬ 
tions  at  low  wages  or  no  work  at  all.  The  opponents  of  political 
action  expect  by  striking  to  prevent  such  a  clear  assertion  of  the 
principle  that  labor  is  a  commodity,  and  under  prevailing  condi¬ 
tions  the  strike  is  a  more  powerful  weapon  than  formerly.  But 
the  strike  is  not  a  powerful  weapon  for  the  unskilled  workers  out¬ 
side  of  the  A.  F.  of  L.,  and  by  basing  their  whole  campaign  on  it 
the  wage-earners  will  accomplish  their  end,  if  at  all,  with  a 
maximum  of  loss,  bitterness  of  feeling,  and  social  friction.  An¬ 
other  supplementary  way  of  breaking  down  the  time-honored 
practice  of  treating  labor  as  a  commodity  is  to  follow  the  example 
of  the  English  workers  and  seek  the  sanction  of  the  law  for  certain 
national  minimum  standards  of  work,  wages,  and  union  recogni¬ 
tion.  The  legalizing  of  such  standards,  and  the  industrial  re¬ 
organization  which  must  accompany  it,  is  a  task  of  industrial 
statesmanship  in  which  the  workers,  organized  and  educated  for 
participation  in  politics,  must  cooperate,  and  which  the  politicians 
will  evade  unless  labor  prepares  for  effective  political  action. 

Old  parties  unreliable.  They  cannot  trust  the  job  to  the 
Republican  and  Democratic  parties.  Both  of  the  older  parties 
are  committed  by  the  instinct  of  self-preservation  to  prevent  the 
adoption  by  the  State  of  a  principle  which  would  be  so  subversive 
of  existing  privileges  as  that  of  testing  the  management  of  in¬ 
dustry  by  its  success  in  promoting  the  welfare  of  the  wage  earners 
as  human  beings.  The  Democrats  in  their  anti-trust  legislation 
affirmed  the  principle  that  labor  was  not  a  commodity,  but  the 
affirmation  in  question  was  a  perfect  example  of  the  gold  bricks 
with  which  politicians  are  always  willing  to  placate  get-rich-quick 
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social  or  labor  reformers.  Since  1868,  when  reforming  agitation 
started  in  this  country,  the  political  machines  of  the  two  parties, 
by  keeping  in  their  own  hands  the  framing  and  carrying-out  of 
“progressive”  legislation,  have  frustrated  every  attempt  to  lib¬ 
erate  American  politics  and  business  from  subservience  to  special 
interests.  The  agitation  of  the  last  fifty  years  has,  indeed,  clipped 
the  wings  of  the  State  and  National  political  “bosses.”  It  has 
hampered  the  accumulation  of  fortunes  such  as  those  of  the 
Rockefeller  and  Vanderbilt  families.  But  it  has  not  removed  any 
of  the  fundamental  abuses  of  American  politics  or  business. 
Future  agitation  will  not  succeed  any  better  until  it  undermines 
the  governing  power  of  the  political  and  business  machines.  As 
long  as  they  continue  to  exercise  control  over  politics  and  busi¬ 
ness,  the  whole  system  of  privilege  is  safe.  The  machine  bosses 
can  always  yield,  as  they  have  so  frequently  yielded  in  the  past, 
to  temporary  pressure;  but  if  they  participate  in  drafting  the 
legislation  and  control  its  administration,  they  know  they  cannot 
come  to  serious  harm.  The  social  ideals  of  the  working  class  will 
never  have  a  chance  of  success  as  long  as  the  country  is  governed 
by  two  national  parties,  the  underlying  object  of  whose  machines 
necessarily  is  to  keep  political  and  economic  power  in  the  safe 
custody  of  its  present  possessors. 

Independent  labor  party  needed.  If  the  American  wage-earner 
wishes,  consequently,  to  humanize  American  industry,  he  must 
organize  for  this  partly  political  task  by  qualifying  and  equipping 
himself  to  become  a  power  in  politics.  He  is  learning  the  futility 
of  political  democracy  unless  sustained  by  industrial  democracy; 
but  he  has  still  to  learn  the  other  half  of  the  lesson.  Industrial 
democracy  needs  to  be  sustained  by  the  practice  of  political 
democracy.  Effective  political  democracy  for  the  wage-earner 
demands  the  organization  of  a  national  party  of  brain  and  hand¬ 
workers  to  conduct  constitutional  agitation  on  behalf  of  those 
larger  modifications  of  American  institutions  which  are  required 
by  industrial  democracy.  By  entering  into  politics  in  the  interest 
of  their  own  program  they  will  act  in  obedience  to  the  American 
democratic  tradition  which  is  that  of  using  political  agitation  as 
an  indispensable  educational  agency  of  social  adjustment.  It  is 
the  alternative  method  of  banking  on  a  combination  of  direct 
action  plus  the  solicitation  of  concessions  and  favors  from  the 
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lords  of  party  politics  which  carries  with  it  dangerous  and  sub¬ 
versive  consequences.  For  the  politicians  will  frustrate  labor 
progressivism  just  as  they  have  frustrated  all  the  other  progressive 
movements  of  the  last  fifty  years.  When  they  realize  they  are 
being  fooled,  the  labor  unions  will  become  exasperated  and  in¬ 
surgent.  They  may  succumb  to  the  temptation  of  enforcing 
their  demands  by  such  extreme  forms  of  direct  action  as  a  general 
strike,  and  in  a  nation  whose  political  constitution  is  as  rigid  as 
that  of  the  United  States  a  general  strike  or  a  strike  in  a  group  of 
key  industries  might  lead  to  revolution. 

Considering  the  predestined  increase  in  power  of  the  wage- 
earners  and  the  substantial  justice  of  their  demands  for  the 
humanization  of  industry,  it  is  of  the  utmost  importance  for 
themselves  and  for  the  Nation  that  they  organize  and  educate 
themselves  for  effective  political  action.  The  one  agency  of 
effective  political  action  is  a  national  party  organization.  By 
forming  a  labor  party  they  will  at  once  clarify  their  own  program, 
deposit  it  on  the  table  for  nation-wide  and  serious  political  dis¬ 
cussion,  and  assume  the  responsibility  of  adjusting  the  program 
to  that  of  the  other  economic  classes.  The  political  effort  of 
organizing  a  labor  party  will  tend  to  nationalize  the  American 
labor  movement.  It  will  force  the  trade-unionists  to  seek  the 
assistance  of  the  unskilled  workers,  of  the  increasing  body  of 
cooperatives,  and  of  the  minority  of  brainworkers  who  wish  to 
share  the  aspirations  and  would  like  to  contribute  to  the  success 
of  their  brothers-in-labor.  But  above  all  it  will  force  them  to 
adjust  their  program  to  that  of  the  discontented  farmers  who 
form  such  a  large  part  of  the  American  electorate  and  whose  own 
economic  grievances  the  political  parties  have  so  often  smothered. 
For  the  first  time  in  the  history  of  American  politics,  the  clear 
political  possibility  exists  of  an  alliance  between  the  representa¬ 
tives  of  agrarian  and  industrial  discontent.  A  national  labor 
party  which  emphatically  repudiates  revolutionary  socialism  and 
which  commits  itself  to  an  experimental  program  of  industrial 
and  agrarian  cooperative  democracy,  reinforced  by  democratic 
community  organization  and  so  far  as  necessary  by  direct  trade- 
union  action,  has  become  a  necessary  and  a  salutary  agency  of 
American  social  progress. 


CHAPTER  XII 

THE  INDUSTRIAL  CONFLICT 

i.  The  Strike  Problem  1 

The  trend  of  strikes.  Many  conflicting  estimates  are  made  of  the 
extent  of  industrial  disturbance  due  to  strikes  and  lockouts,  as 
well  as  of  the  causes  of  these  disturbances,  and  their  effects  upon 
society.  The  following  brief  statistical  summary  is  offered  as  a 
guide  to  a  proper  appraisal  of  this  great  industrial  problem.  As 
will  be  seen,  the  various  tables  present  information  on  three 
phases  of  the  strike  problem :  ( a )  the  development  of  strikes  dur¬ 
ing  recent  years;  ( b )  the  extent  of  strikes  as  measured  by  the 
number  of  strikers;  (c)  the  loss  caused  by  strikes  as  measured  by 
the  number  of  days  of  work  lost. 

The  Development  of  Strikes  in  the  United  States,  1881-1921. 

Table  One 


Years 

Average  per  Year 

Relative  Movement  of 
Strikes 

(Average  1881-85  =  I0°) 

Strikes 

Strikers 

Strikes 

Strikers 

1881-1885 . 

498 

124,005 

IOO 

IOO 

1886-1899 . 

1336 

255,863 

268 

206 

1891-1895 . 

1337 

278,868 

276 

225 

1896-1900 . 

I3SI 

406,639 

271 

227 

1901-1905 . 

2793 

i,547,o87 

561 

324 

1915-1921 . 

3043 

1,744,502 

6ll 

1407 

The  first  half  of  this  table  records  the  average  number  of 
strikes  per  year,  and  the  average  number  of  men  on  strike  per 
year  during  each  of  the  five-year  periods  indicated  in  the  first 
column.  It  will  be  noted  that  the  table  is  not  chronologically 
complete;  the  ten-year  interval  between  1905  and  1915  is  omitted. 
This  is  due  to  the  unreliability  of  the  statistics  covering  the 
omitted  period.  The  loss  of  information  is  not  vital,  since  the 

1  Statistics  based  on  an  article  by  Paul  H.  Douglas,  “  The  Trend  of  Strikes,” 
Journal  of  the  American  Statistical  Association,  September,  1923. 
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purpose  of  the  table,  after  all,  is  to  provide  a  basis  of  comparison 
between  present  and  past  years  and  to  show  the  major  sweep  of 
the  strike  problem  in  recent  history.  The  table  shows  that, 
whether  measured  in  terms  of  strikes  or  in  terms  of  strikers,  the 
problem  is  growing  in  magnitude. 

This  is  best  shown  by  the  second  half  of  the  table  which  pre¬ 
sents  the  matter  in  the  form  of  an  index  number.  Taking  the 
average  number  of  strikes  during  the  five-year  period,  1881  to 
1885,  as  unity,  and  comparing  with  this  the  average  number 
during  the  later  periods  we  obtain  the  percentages  recorded  in  the 
two  columns  of  the  table.  In  the  period  from  1886  to  1890,  for 
example,  there  were  268  per  cent  (2.68  times)  as  many  strikes  as 
from  1881  to  1885;  and  206  per  cent  (2.06  times)  as  many  strikers 
in  each  year.  From  1915  to  1921,  each  year  showed  on  the 
average  61 1  per  cent  (6.11  times)  as  many  strikes,  and  1407  per 
cent  (14.07  times)  as  many  strikers  as  the  yearly  average  from 
1881  to  1885.  This  is  a  startling  increase  in  the  magnitude  of  the 
strike  problem. 

Increase  of  strikes  in  relation  to  expansion  of  industry.  But, 

of  course,  industry  was  expanding  during  this  period  and  the 
number  of  industrial  workers  was  continuously,  on  the  increase. 
Before  we  have  reached  a  stable  basis  of  comparison,  therefore, 
we  must  allow  for  this  factor  of  industrial  expansion.  If  strikes 
increased  sixfold  during  the  forty  years  under  review,  while  in¬ 
dustry  and  the  number  of  wage-earners  expanded  more  than 
sixfold,  the  relative  importance  of  the  strike  problem  is  actually 
less  to-day  than  formerly.  The  following  table  undertakes  to 
place  the  comparison  on  a  more  exact  basis  than  that  which 
underlies  the  preceding  table. 


Table  Two 


Years 

Average  Yearly  Number 
per  1,000,000  Workers 

Relative  Increase  in  Num¬ 
ber  per  1,000,000  Workers 

Strikes 

Strikers 

Strikes 

Strikers 

1881-1885 . 

84 

20,990 

IOO 

IOO 

1886-1890 . 

193 

37,050 

230 

177 

1891-1895 . 

167 

33,88o 

199 

161 

1896-1900 . 

140 

29,030 

167 

138 

1901-1005 . 

240 

34,900 

286 

166 

1915-1921 . 

179 

102,440 

213 

488 
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The  essence  of  this  table  is  the  comparison  between  the  average 
number  of  strikes  and  strikers  and  the  number  of  workers  engaged 
in  industry  during  the  periods  recorded  in  the  first  column.  The 
table  is  derived  by  taking  the  data  given  in  Table  One  and  com¬ 
paring  them  with  the  statistics  of  industrial  workers.  Taking  a 
group  of  one  million  workers  as  a  unit,  this  comparison  shows  that 
the  strike  problem  increased  during  the  period  even  when 
weighted  to  allow  for  the  expansion  of  industry.  The  increase, 
however,  was  not  so  great  as  might  have  been  inferred  from  the 
preceding  table.  Nor  was  it  continuous.  Looking  at  the  last 
half  of  the  table,  it  will  be  seen  that  during  the  period  1901  to 
1905,  for  example,  the  average  number  of  strikes  per  year  in  pro¬ 
portion  to  the  number  of  industrial  workers  was  286  per  cent  (2.86 
times)  the  number  in  the  period  1881  to  1885;  and  that  the 
average  number  of  strikers  during  the  later  period  was  166  per 
cent  (1.66  times)  the  number  during  the  earlier  period.  This 
increase  in  both  cases  is  much  smaller  than  that  shown  by  the 
cruder  measurement  of  the  preceding  table.  Instead  of  a  con¬ 
tinuous  growth  in  magnitude,  the  history  of  the  strike  problem, 
when  pictured  against  the  background  of  industrial  expansion, 
shows  periods  of  decline;  and  though  the  general  trend  is  upward, 
the  rate  of  increase  is  not  as  great  as  would  be  supposed  if  one 
examined  only  the  absolute  figures. 

The  social  loss  caused  by  strikes.  Many  attempts  have  been 
made  to  estimate  how  much  society  loses  because  of  strikes.  The 
standard  method  of  computing  this  loss  is  to  estimate  the  workers’ 
loss  of  wages,  the  employers’  loss  of  profits,  and  the  loss  to  the 
general  public  in  higher  prices,  add  these  elements  together,  and 
present  the  sum  as  an  index  to  the  gravity  of  the  strike  problem. 
This,  of  course,  is  fallacious.  There  is  but  one  way  of  estimating 
the  loss  to  society  due  to  cessation  of  work  during  strikes  and  that 
is  in  terms  of  the  amount  of  product  lost.  When  the  coal  mines 
shut  down,  the  social  loss  is  so  many  tons  of  coal;  not  so  many 
millions  of  dollars  in  wages,  profits,  etc.  When  factories  are 
closed,  the  general  public  loses  a  portion  of  its  supplies  of  shoes, 
clothing,  furniture,  or  what  not.  As  the  best  manner  in  which  to 
present  this  real  social  loss,  the  following  table  records  the  waste 
in  terms  of  working  days.  This  may  be  an  unreliable  index;  but, 
at  any  rate,  the  working  day  is  one  measure  of  the  productive 
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power  of  labor,  and  the  loss  of  a  day’s  work  roughly  indicates  the 
injury  to  society  through  a  diminished  product. 

Table  Three 


Years 

Average  Deration  of  Strikes 
1881-1921 

Average  in  days 

Relative  duration 

1881-1885 . 

22 . 7 

IOO 

1886—1890 . 

23-4 

26.8 

103 

118 

i8qi-i8ck . 

1896-1900 . 

21 . 5 

95 

124 

IQOI— IQCK . 

28.2 

101^—1021 . 

28.8 

127 

This  table  requires  very  little  explanation.  The  periods  covered 
are  the  same  as  in  the  preceding  tables.  The  first  half  shows  the 
duration  of  strikes,  on  the  average,  measured  in  absolute  number 
of  days.  The  second  half  shows  the  relative  increase  in  the  dura¬ 
tion  of  strikes  measured  in  percentages,  the  average  for  the  period 
1881  to  1885  taken  as  a  base.  The  outcome  of  this  comparison 
discloses  a  rather  steady,  though  moderate  increase  in  the  serious¬ 
ness  of  the  strike  problem  when  measured  by  the  number  of  days 
lost  in  the  average  case. 

Loss  in  production.  Clearly,  however,  this  gives  only  a  partial 
index  to  the  social  loss  caused  by  industrial  disputes.  All  strikes 
of  the  same  average  duration  do  not  inflict  a  like  damage  upon 
society  in  terms  of  lost  productivity.  The  seriousness  of  the 
strike  depends  quite  as  much  upon  the  number  of  strikers  involved 
as  upon  the  duration  of  the  strike.  Hence  to  measure  the  social 
loss  caused  by  strikes  with  any  degree  of  accuracy  these  two  fac¬ 
tors  must  be  combined  as  in  the  following  table: 

Total  Number  oe  Days’  Labor  Lost  in  Strikes 

(Combining  Tables  One  and  Three) 

.  2,814,913 

.  5,987.194 

.  7,473,662 

.  8,742,738 

.  13,627,853 

.  50,241,657 

The  striking  feature  of  this  table  is  the  enormous  increase  in  the 
total  loss  of  working  days  during  the  period  follow ing  the  opening 


Table  Four. 

Years 

1881-1885 

1886-1890 

1891-1895 

1896-1900 

1901-1905 

I9I5-I92i 


THE  INDUSTRIAL  CONFLICT  425 

of  the  twentieth  century.  In  searching  out  the  cause  for  this 
increase,  we  find  that  it  does  not  consist  in  marked  degree  in  the 
tendency  of  strikes  to  be  prolonged.  The  major  factor  is  the 
rapid  expansion  of  the  number  affected  by  the  average  strike  — • 
the  tendency  of  an  industrial  dispute  to  attain  nation-wide  dimen¬ 
sions.  The  growth  of  large-scale  industry  with  the  consequent 
broadening  of  the  segment  of  the  working  population  affected  by 
the  controversies  arising  within  a  given  enterprise,  the  develop¬ 
ment  of  strong  national  unions  formed  for  united  action  in  trade 
disputes,  the  unsettled  conditions  of  certain  of  our  key  industries 
—  for  example,  the  railroads  and  the  mines  —  have  brought 
about  this  great  increase  in  the  total  number  of  days  lost  during 
the  year. 

In  summary  of  the  information  contained  in  the  foregoing 
tables  we  may  say  that,  in  the  average  year  during  the  period 
1915  to  1921,  the  number  of  strikes  was  sixfold  as  great  as  in  the 
average  year  from  1881  to  1886;  the  number  of  strikers  fourteen¬ 
fold  as  large;  and  that  these  figures  become  twofold  and  fivefold, 
respectively,  when  an  allowance  is  made  for  the  general  industrial 
expansion  of  the  country  between  these  dates.  The  loss  caused 
by  strikes,  measured  in  the  waste  of  labor  power,  increased  in 
absolute  terms  seventeen-fold. 

2.  Labor  and  the  Courts 

Reasons  for  conflict.  One  prominent  feature  of  the  Labor 
Problem  is  the  conflict  which  has  arisen  between  organized  labor 
and  the  concepts  of  justice  which  dominate  in  modern  society. 
Such  a  conflict  has  been  inevitable  in  the  nature  of  the  case.  Law 
and  the  courts  of  justice  which  give  effect  to  law  are  a  conserva¬ 
tive  force.  They  arise  after  the  fact  to  sanction  institutions  and 
norms  of  conduct  which  have  developed  in  harmony  with  the  pre¬ 
vailing  economic  and  social  forces  of  the  time.  The  labor  move¬ 
ment,  as  we  have  seen,  is, to  a  large  degree  a  reaction  against  these 
institutions  and  norms.  1  The  motive  and  aims,  the  policies  and 
methods,  the  standards  of  conduct  which  prevail  in  the  ranks  of 
organized  labor  are, not  in  harmony  with  those  which  dominate  in 
capitalistic  society.'  From  this  point  of  view,  the  labor  move¬ 
ment  has  been  a  non-conformist  movement  in  every  country  in 
which  it  has  developed.  It  has  found  the  existing  system  of  law 
and  legal  rights  antagonistic  or  antipathetic  to  its  purposes.  As 
it  has  grown  in  strength,  its  pressure  has  been  exerted  in  the 
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direction  of  modifying  the  law  to  the  end  that  its  own  purposes 
might  find  a  place  in  the  prevailing  system  of  legal  rights.  Failing 
this,  or  in  the  interval  during  which  the  modification  was  being 
worked  out,  the  labor  movement  has  adopted  an  attitude  of 
aggressive  or  passive  opposition  to  constituted  authority  in  its 
existing  form. 

Legal  status  of  organized  labor  in  England.  The  history  of  the 
relation  of  the  labor  movement  to  the  law  in  England  is  an  epit¬ 
ome  of  its  history  in  other  countries.  England  was  the  birth¬ 
place  of  organized  labor.  Here  the  factory  system  had  its  origin 
and  here  it  first  produced  on  a  large  scale  those  conditions  of  life 
for  the  propertyless  man  of  which  the  labor  movement  is  the 
natural  product.  With  a  history  longer  by  at  least  a  generation 
than  its  history  in  other  countries,  the  labor  movement  in  England 
has  more  profoundly  affected  the  legal  system  of  the  country. 

Unionism  at  first  illegal.  When  the  modern  labor  movement 
began  in  England  during  the  closing  decades  of  the  eighteenth 
century,  it  met  a  blank  wall  of  opposition  from  the  law.  Its  es¬ 
sential  purpose  —  collective  agreement  —  was  condemned  as  a 
conspiracy  by  the  common  law;  the  courts  held  that  all  combina¬ 
tions  to  raise  wages  were  criminal.  Statutes  passed  at  the  opening 
of  the  nineteenth  century  prohibited  the  formation  of  unions,  as 
the  earlier  common-law  doctrine  of  conspiracy  had  condemned 
their  activities.  From  the  beginning  of  the  nineteenth  century, 
therefore,  the  history  of  labor  law  in  England  has  been  marked  by 
the  gradual  removal  of  these  prohibitions. 

Legalized  in  1824.  The  Combination  Acts  which  prohibited 
the  formation  of  unions  in  1800  were  repealed  in  1824  and  1825. 
From  this  point  onward  the  legal  right  to  combine  was  conceded 
to  the  industrial  wage-earners.  The  older  doctrine  of  conspiracy, 
however,  still  remained  in  force  and  was  brought  into  play  to  con¬ 
demn  as  criminal  many  of  the  activities  of  the  unions  upon  which 
they  relied  to  win  material  gains  through  their  right  of  collective 
action.  The  coercive  weapons  of  the  union  were  taken  by  the 
courts  as  proof  of  criminal  intent  to  restrain  trade  or  destroy 
property.  Though  legal  in  form,  the  trade  unions  remained 
largely  impotent. 

1  his  situation  was  changed  in  the  seventies.  By  a  statute 
passed  in  1871,  labor  organizations  were  specifically  declared  not 
to  be  illegal  combinations  in  restraint  of  trade.  This  Act  was 
supposed  to  exempt  the  unions  in  their  corporate  capacity  from 
the  operation  of  the  conspiracy  doctrine.  When  it  was  found 
that  the  courts  interpreted  the  Act  in  terms  which  did  not  concede 
tins  complete  exemption  to  labor  organizations,  a  supplementary 
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Act  was  passed  in  1875  by  which  labor  was  held  to  be  entirely  im¬ 
mune  from  the  operation  of  the  law  of  criminal  conspiracy.  The 
question  was  not  again  raised  until  iqoi,  when  a  decision  of  the 
House  of  Lords  acting  as  the  final  court  of  appeal  in  Great  Britain 
levied  damages  of  over  $200,000  upon  a  union  of  railroad  workers 
for  injury  to  company  property  during  a  strike.  This  famous 
decision,  known  as  the  Taff-Vale  case,  had  far-reaching  results  in 
shaping  the  labor  law  of  England.  It  appeared  to  undermine  an 
immunity  which  had  been  conceded  by  statute  law  twenty-five 
years  before,  and  which  had  become  one  of  the  foundation  stones 
of  legal  right  as  viewed  by  organized  labor.  After  an  active  polit¬ 
ical  campaign  which  shook  the  whole  country  and  brought  forth 
the  British  Labor  Party  as  a  significant  force  in  British  politics, 
the  decision  was  nullified  by  the  Trade  Disputes  Act  of  1906. 

Trade  Disputes  Act.  This  law  is  now  the  determining  factor  in 
the  relation  of  trade-unionism  to  the  courts  in  Great  Britain.  Its 
far-reaching  import  is  shown  in  the  following  statement  of  its  pro¬ 
visions  as  summarized  by  the  leading  American  authority  on  the 
subject: 1 

It  provides  that  acts  done  by  a  combination,  either  of  employ¬ 
ers  or  employees,  in  contemplation  of  a  trade  dispute,  shall  be  law¬ 
ful  unless  they  would  be  unlawful  if  done  by  one  person.  It  pro¬ 
vides  further  that  such  acts  shall  not  be  deemed  unlawful  because 
they  interfere  with  another’s  free  access  to  the  labor  and  com¬ 
modity  markets,  or  because  they  amount  to  meddling  by  third 
parties  with  contractual  rights.  Thus  the  law  of  conspiracy  in 
all  its  forms  of  statement,  is  declared  not  to  be  applicable  to  labor 
disputes.  Moreover,  in  lieu  of  vague  prohibitions  of  “violence,” 
“intimidation,”  and  “coercion,”  England  has  a  definite  statutory 
declaration  as  to  the  conduct  which  is  lawful.  The  dividing  line 
between  lawful  persuasion  and  unlawful  coercion  is  fairly  definite, 
so  that  all  who  read  may  know.  Picketing  for  the  purpose  of 
peacefully  obtaining  or  communicating  information,  or  of  peace¬ 
fully  persuading  another  to  work  or  abstain  from  working,  is  law¬ 
ful.  On  the  other  hand,  it  is  unlawful  to  commit  acts  of  violence 
or  sabotage,  or  persistently  to  follow  another.  Nor  may  one  quit 
work  in  violation  of  a  contract  when  he  has  reason  to  know  that 
the  consequence  of  his  leaving  will  be  to  endanger  human  life,  or 

1  From  Principles  of  Labor  Legislation,  by  Commons  and  Andrews,  p.  123.  Copy, 
right  by  Harper  and  Brothers.  Reprinted  by  permission. 
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to  expose  valuable  property  to  injury,  or  to  deprive  a  city  of  gas 
or  water. 

Both  the  lockout  and  the  strike  are  legal,  as  are  the  boycott  and 
the  blacklist.  Parallel  to  the  right  of  employers  to  get  new  work¬ 
men  is  the  right  of  the  strikers  to  picket  peacefully  and  to  induce 
them  to  abstain  from  working.  England’s  policy  is  to  allow  both 
sides  a  free  hand  for  a  fair  fight.  .  .  . 

The  most  radical  departure  in  the  British  Trade  Disputes  Act 
must  still  be  noted.  It  is  the  exemption  of  trade  unions  and  em¬ 
ployers’  associations  from  all  liability  in  tort  for  wrongful  acts 
alleged  to  have  been  committed  in  their  behalf.  This  was  Par¬ 
liament’s  answer  to  the  Taff-Vale  case.  It  made  it  impossible  to 
maintain  any  damage  suit  against  a  trade  union  or  an  employers’ 
association.  This  is  a  greater  privilege  than  the  limited  liability 
of  business  corporations.  The  liability  is  not  merely  limited;  it  is 
removed  in  toto.  Even  though  a  trade  union  may  be  responsible 
for  acts  of  violence,  it  cannot  be  sued  for  the  damages  it  causes.  .  .  . 
Exemption  of  trade  unions  and  employers’  associations  from 
actions  in  tort  does  not  mean  that  wrongs  they  commit  are  al¬ 
lowed  to  go  unpunished.  The  union  members  who  are  guilty  oi 
acts  of  violence  can  be  held  therefor,  both  criminally  and  in  tort; 
but  the  members  who  have  not  been  direct  participants  in  the 
wrongdoing  cannot  be  held  civilly  liable  as  principals. 

Legal  status  of  organized  labor  in  the  United  States.  In  our 

country  the  industrial  workers  have  found  the  law  less  antago¬ 
nistic  to  their  purposes  than  was  that  of  England  at  the  opening 
of  the  nineteenth  century.  The  union,  as  such,  has  always  been 
legal  in  the  United  States.  There  have  been,  it  is  true,  two  court 
decisions  which  have  declared  the  formation  of  a  union  to  be  a 
criminal  act  in  itself;  but  these  decisions,  issuing  in  both  cases 
from  inferior  courts,  have  never  influenced  the  general  attitude 
of  the  courts.  The  only  true  exception  to  the  statement  that 
unions  have  always  been  lawful  in  the  United  States  appears  in 
the  recent  enactment  of  anti-syndicalism  laws  by  about  twenty 
of  our  States.  These  laws  make  it  a  criminal  act  to  organize  or 
belong  to  an  association  which  advocates  the  policies  of  syndi¬ 
calism  —  that  is,  practices,  as  an  accepted  and  normal  policy,  the 
destruction  of  property  or  the  violent  interference  with  indi¬ 
viduals.  But  these  laws  affect  but  one,  and  that  an  insignificant, 
type  of  labor  organization  in  the  United  States  —  the  Industrial 
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Workers  of  the  World.  The  vast  majority  of  our  unions,  and  all 
those  which  have  acquired  a  position  of  power  in  the  labor  world, 
are  lawful  organizations  and  always  have  been  so. 

The  real  conflict  between  the  unions  and  the  courts,  however, 
has  not  been  over  the  right  of  the  former  to  exist,  but  over  their 
right  to  adopt  policies  which  are  necessary  to  make  their  existence 
of  any  account  to  the  workers.  Among  these  policies  which  are 
in  dispute  are  the  strike,  the  boycott,  and  the  picket,  the  principal 
weapons  upon  which  labor  relies  to  support  its  demand  for  col¬ 
lective  bargaining.  The  legality  of  these  policies,  even  when 
they  are  free  from  the  taint  of  violence  and  intimidation,  is  still  a 
matter  of  dispute.  Furthermore,  the  liability  of  unions  in  their 
corporate  capacity  for  damages  caused  by  the  activities  of  their 
members  remains  as  a  menace  to  all  members  of  the  organized 
labor  movement. 

Conflict  of  laws.  There  is  no  law  of  national  scope  covering  the 
activities  of  trade  unions  in  the  United  States.  This  matter  lies 
within  the  province  of  the  States.  It  is  therefore  impossible  to 
formulate  with  any  degree  of  accuracy  a  general  statement  of  the 
legality  of  union  activity  which  will  hold  true  in  all  parts  of  the 
country.  Even  within  a  given  State,  there  is  confusion  due  to 
the  existing  conflict  of  decisions  issued  by  different  courts,  or  by 
the  same  court  of  different  times,  with  regard  to  the  strike,  the 
boycott,  and  other  phases  of  trade  disputes.  And  between  States, 
the  confusion  is  worse  confounded  both  by  conflicting  interpreta¬ 
tions  of  the  law  and  by  the  practice  of  employing  the  terms 
‘'strike,”  “boycott,”  and  “picket”  in  different  meanings.  Re¬ 
cognizing  this  condition  of  the  law,  we  can  attempt  no  more  than 
a  summary  statement  of  the  essential  points  on  which  all  courts 
appear  to  agree. 

The  strike:  definition.  With  regard  to  the  strike,  the  usual 
statement  of  the  law  is  that  it  is  lawful  to  strike  “for  any  reason 
or  for  no  reason.”  But  laymen  should  not  infer  from  this  that  no 
strike  will  be  condemned  as  illegal;  on  the  contrary,  there  exists  a 
long  record  of  court  decisions  which  have  held  specific  strikes  un¬ 
lawful.  The  confusion  arises  over  the  meaning  of  the  term 
“strike.”  When  the  courts  hold  that  all  strikes  are  lawful,  they 
define  the  term  as  “simple  collective  quitting  of  work,”  and  their 
statement  resolves  itself  into  the  truism  that  no  man  can  be  forced 
to  labor  against  his  will  in  this  country.  By  the  Thirteenth 
Amendment,  involuntary  servitude  has  been  made  unconstitu¬ 
tional.  Accordingly,  workmen  cannot  be  forced  to  remain  at 
their  tasks  against  their  will,  even  when  they  have  entered  into 
definite  contracts  to  perform  service  for  a  stated  length  of  time. 
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If  they  leave  their  work  while  under  contract  to  remain,  the  work¬ 
men  will  be  held  liable  to  civil  action  for  the  recovery  of  damages 
by  the  employer;  but  the  fact  that  most  workmen  have  no  definite 
time  contracts,  together  with  the  fact  that  those  who  have  en¬ 
tered  into  such  contracts  rarely  possess  material  wealth  sufficient 
to  justify  suit  for  damages,  virtually  exempts  all  workmen  from 
interference  by  the  court  when  they  decide  to  quit  their  jobs. 
This  is  all  that  is  meant  by  the  statement  that  the  strike  is  always 
legal.  As  one  writer  states  the  matter,  "What  is  really  meant  is 
that  quitting  work  cannot  be  directly  prevented.” 

But  the  definition  of  a  strike  as  collective  quitting  of  work  is  not 
broad  enough  to  embrace  all  the  implications  of  that  weapon  of 
trade-unionism.  With  rare  exceptions,  a  strike  is  something 
more  than  a  spontaneous  and  simultaneous  surrender  of  their 
jobs  by  a  group  of  workmen.  It  is  preceded  by  a  collective  agree¬ 
ment  among  these  workers  to  strike  unless  certain  of  their  de¬ 
mands  are  granted.  Before  the  strike  occurs,  the  workers  engage 
in  concerted  action  through  the  union  to  bring  pressure  to  bear 
upon  the  employer  under  threat  of  strike.  The  strike  itself  is  a 
response  to  orders  issued  by  the  officials  of  a  combination  of  work¬ 
men.  While  it  is  in  operation,  the  strikers  retain  their  coherence 
and  continue  to  act  as  a  unit  with  the  intent  to  recover  their  jobs 
after  the  period  of  disturbance  has  passed.  In  all  its  phases,  the 
essence  of  the  strike  consists  in  the  combination  of  the  workers  for 
concerted  and  predetermined  action. 

Now  the  courts  distinguish  this  element  of  combination  from 
the  overt  act  of  striking  and  treat  it  as  a  separate  legal  question. 
Though  the  act  of  striking  may  be  an  exercise  of  constitutional 
right  by  the  workers,  the  agreement  to  strike  and  the  combination 
formed  to  give  effect  to  this  agreement  may  be  held  civilly  and 
criminally  unlawful  as  evincing  malice.  Here  the  test  of  legality 
is  not  the  act  itself,  nor  yet  the  fact  that  a  combination  exists,  but 
the  purpose  or  motive  which  actuates  the  combination.  Few 
such  combinations  can  function  without  interfering  with  con¬ 
tractual  or  property  rights,  with  freedom  of  action  on  the  part  of 
the  employer  or  some  other  party,  with  the  free  flow  of  goods  and 
services  in  the  channels  of  trade.  Such  interferences  are,  on  their 
face,  contrary  to  common  law  and,  in  many  cases  to  statute  law. 

Basis  of  courts’  attitude  toward  strikes.  A  combination 
formed  to  engage  in  these  activities,  then,  must  be  as  privileged  to 
act  as  is  the  employer,  the  non-union  workman,  or  any  other 
party  whose  rights  are  violated  to  be  protected  from  the  strike. 
Where  two  legal  rights  clash,  the  law  does  not  attempt  to  enforce 
one  at  the  cost  of  the  other.  If  the  union  can  show  that  the  pur- 
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pose  of  the  strike  is  primarily  to  benefit  the  strikers  and  not 
primarily  to  injure  the  employer  or  some  one  else,  the  court  will 
hold  the  combination  innocent  of  malicious  intent  and  the  strike 
will  be  declared  legal.  If,  on  the  other  hand,  this  direct  personal 
interest  of  the  strikers  cannot  be  shown  to  the  satisfaction  of  the 
court,  it  is  probable  that  the  union  will  be  held  guilty  of  interfer¬ 
ing  with  the  rights  of  others  without  legal  justification.  Applying 
this  general  principle  to  the  various  types  of  strikes,  we  may  say 
that  strikes  for  immediate  improvement  of  hours  or  wages  for  the 
strikers  are  legal;  strikes  for  the  closed  shop,  strikes  to  secure  the 
discharge  of  a  non-union  man,  strikes  against  the  use  of  open-shop 
material,  and  sympathetic  strikes  are  often  held  illegal.  There 
are  exceptions  to  all  of  these  propositions  in  the  court  decisions  of 
various  States;  but  the  principle  as  laid  down  is  generally  valid. 
The  most  important  exceptions  are  to  be  found  in  Kansas  where 
all  strikes  are  forbidden  in  essential  industries  under  the  Indus¬ 
trial  Court  Act;  and  in  California  where  all  types  of  strikes  have 
been  legalized  by  statute. 

The  boycott:  primary  boycotts  legal.  The  boycott  has  been 
divided,  for  legal  purposes,  into  two  categories.  The  first  of  these 
called  the  “primary  boycott,”  embraces  those  cases  in  which 
workmen  withdraw  their  patronage  from  an  employer  with  whom 
they  have  a  grievance.  Here  only  two  parties  are  engaged  in  the 
dispute:  the  union  on  the  one  hand  and  the  employer,  in  his 
capacity  of  vendor  of  merchandise,  on  the  other.  With  regard  to 
this  type  of  boycott  the  law  is  clear.  No  merchant  has  a  legal 
right  in  the  patronage  of  any  class  of  buyers;  accordingly,  this 
patronage  can  be  withdrawn  at  any  time,  for  any  reason  or  for  no 
reason,  without  committing  tort.  This  reasoning  legalizes  the 
primary  boycott.  It  does  not  legalize,  however,  all  the  incidents 
connected  with  such  a  boycott;  for  example,  the  advertisement  of 
the  union’s  intent  to  cease  patronizing  the  offending  employer; 
the  soliciting  of  recruits  to  the  boycott;  applying  moral  pressure 
upon  disloyal  union  members  may  be  held  unlawful  as  consti¬ 
tuting  coercion  of  third  parties  or  evincing  malicious  intent. 
Nevertheless,  if  used  with  caution,  the  primary  boycott  is  a  legal 
weapon  of  trade-unionism. 

Ineffectiveness  of  primary  boycott.  This,  however,  is  a  matter 
of  little  significance  in  the  industrial  conflict.  The  increasing 
division  of  function  which  characterizes  capitalist  society  has 
brought  it  to  pass  that  very  few  employers  of  labor  are  engaged  in 
selling  completed  goods  directly  to  consumers;  and  it  is  this  type 
of  employer  alone  who  can  be  reached  by  the  primary  boycott. 
The  vast  majority  of  wage-earners  are  engaged  in  the  inter- 
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mediate  stages  of  production.  Their  employers  find  the  market 
for  their  goods  among  other  employers  of  labor.  In  the  metai 
trades,  for  example,  it  is  rarely  that  one  finds  an  industrial  estab¬ 
lishment  patronized  directly  by  the  ultimate  consumer.  Con¬ 
struction  material  is  sold  to  building  contractors  who  are  employ¬ 
ers  of  labor;  steel  rails  find  their  market  in  the  railroad  industry; 
completed  machines  are  bought  by  the  owners  of  factories  to  be 
used  in  the  production  of  other  types  of  goods.  So  it  is  in  other 
branches  of  our  great  industrial  society.  'The  workmen  with  a 
grievance  against  their  employer  can  rarely  apply  pressure  to  that 
employer  by  withholding  their  patronage,  for  the  sufficient  reason 
that  they  do  not  buy  his  goods  at  all.  They  must  first  induce  a 
third  party  —  another  employer  —  to  aid  them  in  the  dispute  by 
refusing  to  buy  the  goods  of  the  producer  who  has  given  them 
offence. 

Secondary  boycott.  It  is  the  attempt  to  apply  pressure  in  this 
indirect  manner  which  gives  rise  to  the  secondary  boycott.  The 
union  threatens  to  strike  against  an  employer  with  whom  they 
have  no  dispute  unless  he  withdraws  his  patronage  from  another 
employer  against  whom  the  union  is  carrying  on  a  strike.  To  il¬ 
lustrate,  a  strike  occurs  in  a  factory  which  makes  printing  presses. 
Union  men  in  another  city  employed  by  newspapers  and  pub¬ 
lishing  houses  threaten  to  strike  unless  their  employers  cease 
using  the  printing  presses  made  by  the  employer  who  is  party  to 
the  original  dispute.  Or,  while  a  trade  dispute  is  in  progress  in 
the  steel  mills,  the  building-trade  laborers  in  other  places  strike 
against  the  use  of  construction  material  made  in  the  offending 
shop.  Thus  the  secondary  boycott  always  involves  coercion  of  a 
third  party.  It  may  be  defined  as  “pressure  brought  to  bear  upon 
a  second  employer  to  compel  him  to  boycott  another  employer 
who  is  party  to  a  trade  dispute.” 

This  type  of  boycott  is  illegal  in  all  jurisdictions  in  the  United 
States  with  the  exception  of  California,  where  it  has  been  legal¬ 
ized  by  statute  law,  and,  possibly,  in  Oklahoma,  where  an  in¬ 
ferior  court  has  sustained  it.  The  courts  hold  that  interfering 
with,  and  inflicting  damage  upon,  an  employer  against  whom  no 
direct  grievance  is  lodged,  merely  to  force  him  to  cease  exercising 
his  legal  right  to  bestow  his  patronage  as  he  sees  fit,  is  clear  evi¬ 
dence  of  malice.  This  is  also  the  position  of  the  Supreme  Court  of 
the  United  States  which,  in  a  recent  decision,  held  that  the  boy¬ 
cott  (meaning  the  secondary  boycott)  had  always  and  universally 
been  condemned  in  this  country. 

Damage  suits.  Though  tins  has  long  been  the  law,  it  is  only 
within  fairly  recent  years  that  the  unions  have  had  anything  to 
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fear  from  flouting  the  opinion  of  the  Court.  In  1908,  however,  a 
Federal  court  in  the  Danbury  Hatters  case  awarded  damages 
amounting  to  approximately  $300,000  against  the  members  of  a 
union  which  had  been  held  guilty  of  practicing  the  secondary  boy¬ 
cott.  It  would  appear  that  every  union  convicted  of  practicing 
the  secondary  boycott  is  liable  for  damages.  Since  fchis  act  is 
viewed  as  malicious,  every  agreement  to  practice  it  becomes  an 
illegal  conspiracy  to  destroy  property;  and  under  the  Sherman 
Anti-Trust  Law  the  victim  of  these  conspiracies  may  recover 
triple  damages.  In  contrast  with  the  position  of  the  English 
unions  under  the  Trade  Disputes  Act  of  1906,  labor  organizations 
in  the  United  States  are  liable  in  their  corporate  capacity  for  il¬ 
legal  acts  done  by  their  officers  or  members.  Furthermore,  their 
individual  members  are  liable  without  limit  for  illegal  acts  of 
union  officials  which  the  members  appear  to  have  authorized. 
This  was  the  position  taken  by  the  Supreme  Court  in  the  Dan¬ 
bury  Hatters,  case  (1917)  and  later  (1922)  in  the  Coronada  case. 
In  the  former  case,  damages  of  $300,000  were  assessed  against 
175  members  of  the  Hatters’  Union.  In  the  latter  case,  though 
the  Court  could  find  no  cause  for  the  assessment  of  damages,  it 
emphatically  asserted  the  liability  of  the  union.  In  view  of  this 
danger,  the  secondary  boycott  is  no  longer  used  on  a  wide  scale, 
though  it  is  practiced  locally. 

Legality  of  the  picket.  The  picket  is  incidental  both  to  the 
strike  and  to  the  boycott.  It  is  an  attempt  to  make  the  strike 
effective  by  preventing  the  employment  of  workers  to  fill  the  va¬ 
cant  jobs;  and  to  strengthen  the  boycott  by  persuading  others  to 
join  the  union  in  withholding  patronage.  The  method  is  to  sta¬ 
tion  union  members  on  the  scene  of  the  dispute  who,  in  case  of  a 
strike,  attempt  to  induce  non-union  workers  to  join  forces  with 
the  strikers,  and,  in  case  of  a  boycott,  accost  passers-by  and  pos¬ 
sible  patrons  of  the  establishment  with  the  intent  of  inducing 
them  to  go  elsewhere. 

On  the  face  of  it,  the  law  relating  to  picketing  seems  clear.  It 
is  generally  agreed  that  peaceful  persuasion  is  lawful,  except  when 
it  results  in  the  breaking  of  preexisting  contracts.  On  the  other 
hand,  it  is  also  generally  true  that  intimidation  and  violence  in 
furtherance  of  the  purposes  of  the  picket  are  unlawful.  Con¬ 
fusion,  however,  arises  over  the  distinction  between  peaceful  per¬ 
suasion  and  intimidation.  There  is  no  exact  definition  of  either 
of  these  terms  in  our  law;  the  line  between  them  is  exceedingly 
shadowy;  and  the  distinction  is  open  to  varied  interpretation 
according  to  the  personal  judgment  of  the  court.  One  judge  has 
said:  “The  peaceful,  law-abiding  man  can  be  and  is  intimidated 
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by  gesticulations,  by  menaces,  by  being  called  harsh  names,  and 
by  being  followed,  or  compelled  to  pass  by  men  known  to  be  un¬ 
friendly.”  Such  a  definition  of  intimidation  amounts  to  saying 
that,  although  peaceful  picketing  may  be  lawful,  there  can  be  no 
peaceful  use  of  this  weapon,  and  hence  its  use  may  always  be  il¬ 
legal.  lit  fact,  this  was  the  conclusion  of  the  judge  quoted  above  : 
“There  is  and  can  be  no  such  thing  as  peaceful  picketing,  any 
more  than  there  can  be  chaste  vulgarity  or  peaceful  mobbing  or 
lawful  lynching.”  On  the  basis  of  this  reasoning,  at  least  ten  of 
the  States  have  forbidden  the  picket,  among  them  being  the  State 
of  California  which  legalizes  the  strike  and  boycott. 

On  the  other  hand,  Arizona,  Indiana,  Minnesota,  Missouri, 
Montana,  New  Hampshire,  New  York,  Oklahoma,  and  Virginia 
have  held  that  peaceful  picketing  is  lawful,  and  have  attempted 
to  define  the  type  of  picketing  which  can  be  called  peaceful.  This 
is  also  the  position  taken  by  the  Supreme  Court  which,  in  two 
recent  cases,  has  attempted  in  detail  to  prescribe  rules  to  insure 
the  peacefulness  of  the  picket  line.  In  these  States,  and  in  the 
Federal  jurisdiction,  however,  the  courts  give  an  extremely  wide 
definition  to  the  term  “intimidation”;  and  their  attempts  to  pre¬ 
vent  the  picket  from  precipitating  violence  directly  or  indirectly 
have  the  effect  of  rendering  that  weapon  virtually  impotent. 
The  Supreme  Court,  for  example,  has  reduced  the  number  of 
permissible  picketers  to  two,  prescribed  for  them  a  fixed  station  in 
the  vicinity  of  the  shop  where  the  dispute  is  under  way,  and  for¬ 
bidden  them  from  conduct  more  aggressive  than  that  of  accosting 
passers-by  in  an  ordinary  tone  of  voice.  With  its  use  thus  re¬ 
stricted,  the  picket  becomes  virtually  ineffective  to  accomplish 
the  purpose  for  which  it  is  intended. 

Summary.  We  may  summarize  the  attitude  of  the  law  in  the 
United  States  toward  these  weapons  of  organized  labor  in  the 
language  of  the  authors  previously  quoted: 1 

Strikes,  boycotts,  and  picketing  have  often  been  held  illegal. 
These  are  the  weapons  through  which  labor  secures  and  main¬ 
tains  collective  bargains  with  employers.  Collective  agreements 
are  worthless  without  a  strong  union  to  back  them  up.  They  are 
not  enforceable  in  courts  of  law.  The  unwilling  employer  is  kept 
from  violating  them  only  through  fear  of  a  strike.  Real  col¬ 
lective  bargaining  implies  equal  strength  upon  both  sides.  It 
results  only  when  each  side  is  aware  of  the  strength,  ability,  and 
willingness  of  the  other.  Then  a  joint  conference  is  held  and  a 

1  Commons  and  Andrews,  op.  cit.,  p.  na. 


THE  INDUSTRIAL  CONFLICT 


435 

compromise  is  effected.  Neither  will  violate  the  agreement,  while 
the  other  party  maintains  its  strength.  Thus,  it  will  be  seen 
that  restrictions  upon  the  weapons  which  Labor  may  employ  in 
trade  disputes  are  in  fact  limitations  of  its  right  to  bargain 
collectively. 

The  law  in  this  country  has  not  yet  adjusted  itself  to  the  fact 
that  collective  interests  and  collective  action  are  a  natural  product 
of  the  industrial  system  as  it  has  developed  in  modern  society. 
Legal  rights  and  processes  are  still  dominated  by  the  prevailing 
philosophy  of  individualism,  and  of  the  supremacy  of  property 
and  contractual  interests,  which  characterized  the  early  stages  of 
the  capitalistic  order.  That  the  interest  of  the  public  in  the  pre¬ 
vention  of  violence  and  the  preservation  of  peace  in  the  industrial 
world  is  supreme  over  all  other  interests,  may  be  conceded  with¬ 
out  question.  This  is  conceded  in  England  where  organized 
labor  is  much  less  fettered  by  legal  restriction  than  in  our  country. 
But  in  England  a  recognition  of  this  supreme  interest  has  not  pre¬ 
vented  a  thoroughgoing  acceptance  of  collective  bargaining  with 
its  indispensable  concomitants  —  the  right  to  strike,  boycott,  and 
picket.  There  reliance  is  placed  in  a  balance  of  power  between 
labor  unions  and  employers’  associations  to  preserve  the  peace; 
and  in  a  careful  definition  of  those  actions  which  are  condemned 
as  subversive  of  public  order  and  safety.  In  the  United  States, 
on  the  other  hand,  apart  from  the  confusion  which  results  from 
the  lack  of  uniformity  among  the  laws  of  our  different  Common¬ 
wealths,  there  is  also  a  general  maladjustment  between  the  whole 
system  of  law  and  the  underlying  economic  forces  of  the  social 
order. 

The  use  of  injunction  in  trade  disputes.  The  standard  device 
of  the  court  to  prevent  a  strike,  boycott,  or  picket  which  has  been 
declared  illegal  is  the  issue  of  an  injunction.  The  injunction  is 
an  order  by  a  court  of  equity  commanding  certain  persons  to  per¬ 
form,  or  to  abstain  from  performing,  certain  specified  actions. 
It  is  issued  on  plea  of  an  individual  that  his  property  will  be  dam¬ 
aged  irreparably  unless  the  defendants  be  constrained  in  the  man¬ 
ner  requested.  All  such  property  losses  will  not  be  prevented  by 
the  issue  of  an  injunction,  however.  It  must  be  shown  that  the 
defendants  are  not  privileged  to  pursue  the  course  of  action  com¬ 
plained  of.  Where  equal  rights  clash,  the  law  is  silent.  Only  when 
irreparable  loss  to  property  can  be  shown  to  result  from  a  line  of 
action  which  is  in  itself  unlawful,  will  the  court  move  to  prevent 
the  loss  by  enjoining  the  defendant. 

Accordingly,  the  applicability  of  this  device  to  trade  disputes 


436  THE  ORGANIZED  LABOR  MOVEMENT 

is  determined  by  two  factors:  the  definition  of  property  by  the 
court  and  the  court’s  opinion  as  to  the  innocence  of  the  motive 
which  underlies  the  activity  of  the  union.  The  injunction  has 
had  a  long  history  in  Anglo-Saxon  jurisprudence.  Its  utility  to 
society,  when  employed  within  its  proper  sphere,  has  never  been 
questioned.  But  the  injection  of  this  device  into  labor  disputes 
has  been  of  recent  origin.  Until  the  closing  decade  of  the  nine¬ 
teenth  century,  the  definition  of  property  was  such  as  to  make  the 
injunction  inapplicable  to  the  strike  or  boycott.  At  that  time, 
however,  the  courts  began  to  broaden  the  concept  of  property  to 
include  intangible  elements,  such  as  the  right  of  the  employer  to 
undisturbed  access  to  the  market  for  labor  and  goods,  his  right  to 
free  contract,  and  so  forth.  Under  the  narrower  concept  of  pro¬ 
perty,  a  labor  union  by  adhering  rigidly  to  peaceful  methods 
could  avoid  the  inflicting  of  obvious  property  losses  upon  the  em¬ 
ployer.  With  the  definition  of  property  widened  to  include  these 
intangible  elements,  however,  it  has  become  literally  impossible 
for  any  strike  or  boycott,  however  peaceful,  to  avoid  the  destruc¬ 
tion  of  property.  Every  action  of  this  sort  on  the  part  of  the 
union  obstructs  the  employer’s  access  to  market  and  frequently 
interferes  with  contractual  rights.  These  types  of  “property” 
are  always  damaged  by  a  trade  dispute. 

The  role  of  motive.  This  being  so,  the  question  whether  an  in¬ 
junction  will  be  issued  to  restrain  a  strike  or  boycott  will  turn  on 
the  court’s  view  of  the  motive  of  the  union.  It  would  seem  that 
in  every  case  where  the  action  of  the  union  is  held  tainted  with 
criminal  conspiracy,  that  action  may  be  enjoined  if  it  clearly  dam¬ 
ages  property  rights.  Now  the  writ  of  the  injunction  is  a  weapon 
of  peculiar  and  far-reaching  potency  in  the  hands  of  the  court.  It 
confers  powers  upon  the  judge  which  for  their  absolutism  are  with¬ 
out  parallel  in  any  other  department  of  modern  government.  In 
the  first  place,  the  judge  alone  has  power  to  decide  whether  the 
cause  merits  the  issue  of  an  injunction.  In  this  capacity  he  acts 
as  legislator,  specifying  acts  which  are  prohibited.  Violation  of 
the  injunction  is  punished  as  contempt  of  court  by  fine  or  impris¬ 
onment.  The  judge  decides  whether  a  violation  has  occurred  and 
the  accused  is  denied  jury  trial.  After  hearing  the  case,  the  same 
judge  applies  the  penalty.  As  has  been  said,  when  wielding  the 
vrrit  of  injunction  the  court  acts  as  “legislator,  judge,  jury,  and 
lord  high  executioner.”  These  powers  are  too  great  to  entrust  to 
any  man  unless  it  is  assured  that  he  will  act  without  prejudice. 
Yet,  as  has  been  shown  above,  the  original  decision  to  issue  the 
injunction  must  be  based,  not  on  overt  acts,  but  upon  an  inter¬ 
pretation  as  to  the  motive  of  the  union.  Here  there  is  much  room 
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for  bias,  conscious  or  unconscious,  which  may  react  disastrously 
to  labor. 

Reaction  against  the  injunction.  The  use  of  the  injunction  in 
trade  disputes  has  caused  more  bitterness  in  the  ranks  of  labor 
and  more  far-reaching  antagonism  to  the  courts  of  justice  than 
any  other  phase  of  our  law.  In  the  Buck  Stove  and  Range  case, 
union  officials  were  enjoined  from  acts  which  appeared  on  their 
face  to  be  the  exercise  of  constitutional  rights  —  such  as,  the  com¬ 
munication  of  information  to  each  other  and  to  their  members, 
the  publishing  of  statements  regarding  the  strike  against  the 
Stove  Company,  and  so  forth.  For  violation  of  the  injunction 
the  president  and  two  vice-presidents  of  the  American  Federation 
of  Labor  were  sentenced  to  imprisonment  without  jury  trial. 
During  the  coal  strike  of  1919,  a  sweeping  injunction  was  issued 
against  the  Miners’  Federation  which  again  forbade  the  officials 
to  engage  in  routine  activities  of  the  union.  Again,  in  1922,  an 
injunction  nation-wide  in  its  scope  was  issued  in  an  effort  to  stop 
the  shopmen’s  strike  on  the  railroads.  Multitudes  of  instances  of 
the  use  of  this  weapon  on  a  smaller  scale  could  be  cited.  Labor, 
organized  and  unorganized,  is  prone  to  interpret  its  use  as  evi¬ 
dence  on  the  part  of  the  court  of  bias  in  favor  of  property  inter¬ 
ests  and  against  elemental  human  rights. 

The  Clayton  Act.  The  last  concerted  effort  on  the  part  of  or¬ 
ganized  labor  to  bring  the  law  into  harmony  with  their  aims  led 
to  the  passage  of  the  Clayton  Act  in  1914.  This  Act  limited  the 
use  of  injunctions  in  trade  disputes  by  prescribing  that  no  one 
should  be  enjoined  “from  doing  an  act  which  might  lawfully  be 
done  in  the  absence  of  such  dispute  by  a  party  thereto.”  Jury 
trial  was  prescribed  in  cases  of  contempt  of  court  when  the  act  oc¬ 
curred  outside  the  immediate  presence  of  the  court.  Federal 
courts  were  not  to  prohibit  by  injunction  quitting  of  work,  peace¬ 
ful  persuasion,  peaceful  picketing,  or  refusal  to  patronize.  “The 
labor  of  a  human  being  was  not  to  be  considered  an  article  of  com¬ 
merce”;  trade  unions  were  specifically  exempt  from  the  charge  of 
conspiracy  in  restraint  of  trade  under  the  Anti-Trust  laws.  This 
law  was  hailed  by  labor  as  “labor’s  Magna  Carta.”  Yet,  as  was 
pointed  out  at  the  time,  it  did  not  alter  the  doctrine  of  conspiracy 
which  has  proved  the  greatest  menace  to  active  trade-unionism. 
And  a  line  of  court  decisions  issued  during  the  past  three  years 
have  clearly  shown  that  the  position  of  labor  before  the  courts  has 
been  altered  in  no  material  respect  by  the  Clayton  Act,  with  the 
possible  exception  of  the  right  to  jury  trial  in  contempt  cases. 
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CHAPTER  XIII 

CONCILIATION,  MEDIATION,  ARBITRATION 

i.  Basic  Concepts  1 

Social  cost  of  industrial  war.  Any  stoppage  of  work  due  to  a 
strike  or  lockout  must  injuriously  affect  the  national  dividend. 
In  the  industry  concerned  the  capital  has  to  lie  idle  and  the  work¬ 
men  must  lose  wages.  But  the  effects  of  disputes  do  not  end  with 
the  industry  directly  involved.  Other  industries,  and  the  general 
public,  suffer  in  more  or  less  direct  ways.  In  important  basic  in¬ 
dustries,  such  as  coal  mining  and  the  transport  services,  the  loss 
of  output  caused  by  a  strike  or  lockout  quickly  affects  the  other 
industries  in  the  country  affected,^Most  industries  depend  on 
coal  for  power,  and  on  the  transport  facilities  to  bring  the  coal  to 
them.  The  loss  of  their  raw  material  quickly  forces  them  to  close 
down,  so  that  more  capital  is  made  unremunerative  and  more 
workmen  lose  wages.  The  extent  to  which  strikes  cause  such 
losses  in  other  industries  of  course  varies  with  the  industry  in¬ 
volved.  A  coal  strike  causes  much  more  loss  than,  say,  a  strike 
among  compositors  in  a  printing  press.  But  every  strike  in¬ 
volves  primary  or  secondary  losses  in  some  way,  and  the  necessity 
of  their  prevention  hardly  admits  of  dispute. 

In  all  stoppages  of  work,  great  and  small,  the  purchasing  power 
of  the  people  as  a  whole  is  diminished.  The  loss  of  wages  and  of 
returns  on  capital  must  lessen  the  demand  for  the  products  of  in¬ 
dustry.  Apart  from  more  or  less  measurable  losses,  however, 
industrial  disputes  create  a  psychological  condition  which  di¬ 
rectly  affects  the  power  of  production.  The  constant  irritation, 
antagonism,  anxiety,  and  ill-feeling,  engendered  by  lockouts  or 
strikes,  result  in  irksome  work  and  sullen  service.  Unwilling  or 
grudged  service  is  usually  bad  service,  and  is  reflected  either  in 
the  amount  or  quality  of  output.  Apart  from  trade-union  rules 
imposing  restrictions  on  output,  the  psychological  effect  of  strife 
on  output  must  always  be  reckoned  as  one  of  the  most  anti-eco- 

1  Bulletin  of  Indian  Industries  and  Labor,  no.  23,  Conciliation  and  Arbitration, 
pp.  2—12,  by  R.  N.  Gilchrist. 
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nomic  aspects  of  industrial  warfare.  Industrial  society  is  like  an 
organism.  The  whole  organism  functions  well  only  when  each 
part  functions  harmoniously  with  the  whole.  It  is  to  this  aspect 
of  the  problem  that  the  Whitley  Reports  specially  addressed  them¬ 
selves.  The  underlying  principle  of  their  recommendations  is 
harmony  or  good  feeling  within  each  industry  or  works,  with  the 
corollary  of  willing,  and,  therefore,  productive  service. 

The  theory  of  force.  Lockouts  and  strikes  are  really  an  appli¬ 
cation  of  the  theory  of  force  to  industry.  Just  as  war  has  often 
been  held  to  be  beneficial  to  society  on  the  plea  either  of  the  sur¬ 
vival  of  the  fittest  or  of  its  beneficial  action  in  cultivating  the  finer 
qualities  in  man,  so  strikes  have  sometimes  been  commended 
from  the  economic  point  of  view  for  good  by-products.  A  strike 
in  one  area,  it  is  said,  results  in  intensified  activity  in  another 
area,  or  in  an  allied  industry.  The  actual  deduction  in  the  na¬ 
tional  dividend  is,  therefore,  not  a  net  fall  in  output  or  wages.  It 
is  only  a  local  and  temporary  deduction.  This  may  be  true  of 
small  and  localized  strikes;  it  certainly  is  not  true  of  strikes  in 
basic  industries.  Further,  it  has  been  argued  that  industrial 
unrest  is  a  direct  incentive  to  invention.  This  is  no  doubt  true. 
But  it  is  very  questionable  whether  such  invention  would  not 
have  come  independently  of  strikes.  Normally  competition  is 
incentive  enough  to  invention,  and  the  less  the  ordinary  forces  of 
supply  and  demand  are  interfered  with  by  strikes  the  more  do  the 
ordinary  forces  of  competition  impel  managers  and  capitalists  to 
seek  new  processes.  To  argue  that  strikes  are  justifiable  for  this 
end  is  on  a  par  with  arguing  that  war  is  justifiable  because  it  may 
produce  some  good  effects  on  society.  Certainly  strikes  lead  to 
substitution:  but  this  is  quite  another  matter.  The  recent  coal 
strikes  in  Britain,  for  example,  have  already  led  to  a  big  diminu¬ 
tion  in  the  demand  for  coal.  Oil  fuel  has  been  substituted  for 
coal,  not  only  because  of  the  enormous  rise  in  the  price  of  coal,  but 
because  the  coal  supply  has  become  uncertain  owing  to  stoppages 
of  work.  This,  of  course,  on  the  whole  may  be  a  net  gain  to  in¬ 
dustry  in  the  long  run.  It  represents  a  direct  and  perhaps  a  per¬ 
manent  loss  to  the  coal  industry.  The  dislocation  of  industry  due 
to  the  diversion  of  capital  and  labor,  moreover,  must  be  taken 
into  account.  To  make  new  channels  requires  the  expenditure  of 
power,  and  it  is  always  a  matter  of  argument  whether  such  new 
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channels  will  ultimately  be  productive  or  not.  Sudden  and 
forced  changes  are  at  least  temporarily  unproductive.  The  grad¬ 
ual  erosion  made  by  supply  and  demand  is  usually  productive. 
Dislocations  and  fractures  rarely  increase  the  strength  of  the  body; 
gradual  adaptations  of  physical  strength  to  the  necessities  of 
environment  do. 

Kinds  of  disputes.  Industrial  disputes,  like  the  methods 
settling  them,  admit  of  some  general  lines  of  classification.  By 
far  the  greater  number  of  disputes  is  concerned  with  wages. 
Another  class  of  disputes  concerns  the  demarcation  of  functions, 
which,  in  countries  where  labor  is  strongly  organized,  includes 
the  question  of  employment  of  unionists  or  non-unionists,  or,  as 
this  is  usually  called,  preference  to  unionists.  Professor  Pigou 
subdivides  the  twonrudn  divisions  of  disputes  thus: 


(1) 

(2) 


Those  connected  with  the  reward  of  labor,  generally 
raising  an  issue  as  to  the  money  rate  of  wage,  but  some-'y 
times  touching  such  matters  as  workshop  fines  or  the-A-' 
amount  of  special  allowances,  whether  in  money  or  in 
kind; 

Those  connected  with  the  doing  and  bearing  of  the  em-  . 
ployees,  generally  involving  the  question  of  hours. 


Differences  as  to  demarcation  of  functions  include,  besides  the 
well-known  but  relatively  unimportant  “demarcation  disputes” 
between  kindred  trades,  all  quarrels  arising  out  of  claims  by  the 
work-people  to  a  larger  share  in  the  work  of  management.  This 
latter  class  of  disputes  generally  relates  to  — 

(1)  the  way  in  which  work  is  apportioned  between  different 
classes  of  workmen  and  machine  tools;  or 

(2)  the  sources  from  which  the  employer  draws  his  work¬ 
people;  or 

(3)  the  voice  allowed  to  work-people  in  the  settlement  of 
working  conditions. 


In  many  disputes  both  these  types  are  involved  at  the  same 
time.  In  regard  to  wages,  the  most  important  basic  issue  now¬ 
adays  is  the  minimum  wage.  The  relation  of  wage  to  price  of 
product  made  is  also  an  important  factor.  This,  however,  is  an 
indeterminate  area  of  dispute,  and  the  question  of  price  varia- 
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tions  in  relation  to  wages  may  be  settled  by  means  which  more 
properly  may  be  studied  under  methods  of  industrial  remunera¬ 
tion.  Doubtless,  marked  variations  between  scales  of  wages  and 
profits  lead  to  unrest.  The  modem  working  man  has  assimilated 
sufficient  Marxian  philosophy  to  make  him  impatient  of  station¬ 
ary  or  slowly  advancing  wages,  coexisting  with  high  profits. 
More  and  more  he  is  demanding  a  larger  share  of  the  product  of 
industry  for  himself,  irrespective  of  minimum-wage  standards. 
The  more  he  gets,  too,  the  more  indeterminate  becomes  the  defi¬ 
nition  of  a  minimum  wage.  The  minimum  wage  varies  directly 
with  the  standard  of  life.  As  that  standard  rises,  so  also  must 
rise  the  minimum  wage. 

The  problem  of  minimum  wages.  The  many  questions  con¬ 
nected  with  the  minimum  wage  do  not  directly  concern  us  here, 
save  in  so  far  as  it  has  now  become  recognized  that  wages  must  be 
such  as  enable  the  earner  to  live  in  comfort  and  respectability 
without  injury  caused  by  long  hours  or  bad  conditions.  In  Aus¬ 
tralia,  as  we  shall  see,  minimum-wage  regulation  is  now  generally 
a  statutory  duty  of  the  Government.  The  principles  of  the 
fixation  of  the  wage  vary  from  place  to  place,  but  the  existence  of 
the  minimum  wage  is  important  for  our  present  purpose  inasmuch 
as  it  represents  a  common  ground  of  agreement  among  parties  to 
a  dispute  —  employers,  workers,  and  public.  Every  one  recog¬ 
nizes  the  justice  of  the  worker’s  claim  to  such  a  wage  as  will 
enable  him  or  her  to  live  decently.  What  a  standard  actually  is 
or  should  be  in  any  district  or  country  is  quite  another  matter. 
Whether  it  be  a  statutory  duty  of  wages  boards,  trade  boards,  or 
courts,  the  “  right  to  live  ”  in  the  economic  sense  is  conceded  by  all, 
and  the  safeguarding  of  this  right  has  often  been  taken  up  by 
governments  independently  of  industrial  disputes.  In  fact,  the 
action  of  governments  in  this  respect  has  often  not  been  forced  by 
industry  itself,  but  by  public  opinion,  or  a  sense  of  natural  justice. 
The  legal  enforcement  of  a  living  wage,  or,  to  put  it  in  the  opposite 
light,  the  prevention  of  sweating,  has  been  adopted  in  those  in¬ 
dustries  where  the  likelihood  of  strikes  is  at  a  minimum  owing  to 
the  weak  bargaining  power  of  the  workers  and  their  lack  of 
organization. 

The  fixation  of  wages  under  such  conditions  is  not  the  normal 
sphere  of  modern  industrial  disputes.  It  is  true  that  frequently 
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the  stronger  industrial  groups  lend  a  helping  hand  to  their  weaker 
brethren,  but  the  modern  dispute,  with  its  lockout  and  strike,  has 
become  possible  by  means  of  collective  bargaining.  With  the 
organization  of  workers  into  trade  unions  and  federations  of 
trade  unions,  and  with  the  similar  organization  of  employers, 
disputes  have  become  disputes  of  combinations,  not  of  individ- 
uals.  The  individual  workman  is  a  weak  bargainer:  he  can  be 
easily  forced  to  accept  the  terms  of  the  employer.  But  when  the 
worker  is  a  member  of  a  strong  organization  he  can  afford  to 
fight.  Similarly,  organized  employers  can  fight,  and  fight  stub¬ 
bornly,  when  individual  employers  might  not  be  able  to  hold  out. 
The  stronger  the  combinations  are,  the  more  strongly  they  main¬ 
tain  their  claims  and  the  more  ready  are  they  to  adopt  extreme 
measures.  The  dispute  thus  becomes  more  uneconomic;  and  it 
may  be  added  that  this  brings  out  more  clearly  than  ever  the 
claim  of  the  third  party,  viz.,  the  public.  Nor  is  a  dispute  of 
highly  organized  workers  confined  to  the  “natural  justice”  claim 
of  a  living  wage.  It  becomes  a  fight  for  a  fair  wage,  and  the  word 
“fair”  is  very  elastic.  It  admits  of  many  interpretations.  It 
may  mean  a  “living  wage,”  or  it  may  mean  the  pre-dispute  wage 
plus  a  share  of  the  growing  profits  of  the  employer.  An  absolutely 
fair  rate  of  wages,  as  Marshall  says,  belongs  to  Utopia.  This 
uncertainty  opens  the  field  to  disputes,  and  the  better  organized 
the  dispute  the  more  uneconomic  it  is.  Were  all  disputes  merely 
to  obtain  a  fair  living  wage,  in  all  probability  they  would  serve  a 
high  economic  end,  except  for  the  bitterness  and  ill-feeling  that 
they  engender.  Better  wages  mean  better  health  and  strength, 
better  education,  and,  perhaps,  better  character.  All  of  these  are 
useful  economic  assets,  which  may  be  looked  on  as  offsets  to  lost 
hours  and  diminished  production.  But  such  beneficent  ethical 
results  of  industrial  disputes  are  as  doubtful  as  their  baneful 
economic  effects  are  certain.  Hence  it  is  that  the  community  as 
a  whole  demands  methods  of  settling  disputes  which  both  secure 
ordinary  human  fairness  to  the  parties  involved  and  prevent  the 
economic  losses  which  lockouts  and  strikes  entail. 

Organization  for  peace.  Conciliation  and  arbitration  normally 
presuppose  organization  among  both  employers  and  workers. 
Where  such  organization  is  absent,  negotiations  for  the  settlement 
of  disputes  must  be  irregular.  It  is  difficult  to  organize  methods 
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of  industrial  peace  where  industry  itself  is  inchoate.  It  may  be 
possible  by  factory  laws  and  wage  laws  to  prevent  abuse  of  power 
by  employers  where  industry  is  unorganized  or  conducted  on  a 
small  scale,  but  no  government  could  undertake  to  settle  every 
dispute  between  employers  and  workers  where  the  issues  were 
merely  personal  or  parochial.  The  services  of  government,  the 
chief  organization  of  all,  can  only  be  usefully  invoked  where  the 
issues  are  clearly  defined  and  where  they  affect  a  considerable 
section  of  the  community.  The  development  of  machinery  for 
the  settlement  of  disputes  has  followed  the  growth  of  large-scale 
production  and  the  organization  of  large-scale  or  national  services. 
Historically,  it  is  true,  there  has  been  machinery  of  various  types 
for  dealing  with  small  disputes.  These  experiments,  however, 
have  only  an  historical  value.  Modern  conciliation  and  arbitra¬ 
tion  imply  modern  industrial  conditions  which  are  based  on  large- 
scale  production  and  organization  of  employers  and  employees. 

Three  stages  of  development.  Historically,  in  older  countries 
the  methods  for  securing  industrial  peace  have  been  of  three 
types.  In  the  first  stage,  there  are  irregular  negotiations.  These 
negotiations  are  the  result  of  interruptions  of  work  caused  by 
strikes  or  lockouts.  In  this  stage  both  parties  are  unorganized. 
Each  party  tries  to  use  such  force  as  it  possesses  to  obtain  its  own 
terms,  and  the  result  usually  favors  the  employer,  as  he  has  longer 
staying  power.  At  this  stage,  each  party  tries  to  get  a  drastic 
cure  for  an  evil.  In  the  second,  there  is  conciliation  and  arbitra¬ 
tion.  In  this  stage  an  attempt  is  made  by  discussion  and  argu¬ 
ment  to  reach  amicable  settlements  either  before  or  after  the 
intervention  of  the  forcible  measures  of  strikes  and  lockouts. 
Prevention  as  well  as  cure  comes  in  at  this  stage.  The  third,  and 
final,  is  compulsion,  or  compulsory  prevention  of  lockouts  and 
strikes,  with  recognized  principles  for  cure. 

These  three  stages  represent  similar  stages  in  social  psychology. 
The  first  stage  is  the  primitive  notion  that  might  is  right,  that  the 
stronger  must  survive  and  the  weaker  go  to  the  wall.  The  second 
and  more  advanced  stage  represents  the  recognition  of  common 
interests.  Conciliation  is  possible  only  when  the  feeling  that  the 
interest  of  masters  and  men  are  antagonistic  is  replaced  by  the 
idea  that  their  interests  are  complementary  or  common.  The 
third  stage  represents  the  still  more  advanced  notion  of  a  homo- 
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geneous  community,  where  the  interests  of  all  sections  are  bound 
up  together  in  an  organic  unity.  At  this  stage  the  communal 
consciousness  extends  beyond  the  immediate  boundaries  of  the 
dispute  to  the  community  as  a  whole. 

In  actual  practice,  few  countries  have  actually  passed  through 
the  three  stages.  In  Australasia  the  third  stage  has  been  reached 
without  any  long  experience  of  the  first  and  second.  But  Aus¬ 
tralasia  had  the  big  advantage  of  starting  where  others  had  left 
off.  Its  accumulated  experience  was  the  experience  of  other  coun¬ 
tries.  Great  Britain  nominally  is  at  the  second  stage,  but  the 
first  draft  of  her  most  recent  Act  (the  Industrial  Courts  Act)  made 
provision  for  compulsory  arbitration.  This  was  dropped,  and 
Britain  switched  off  into  other  experiments,  the  aim  of  which  is  to 
prevent  disputes  by  more  suave  means.  The  United  States  is 
either  at  the  second  or  third  stage,  according  to  the  laws  of  the 
individual  States  on  the  subject.  Canada  may  be  said  to  have 
reached  the  third  stage,  though  Canada  is  not  wholly  a  “  com¬ 
pulsory”  country. 

Methods  of  organizing.  The  Royal  Commission  on  Labor, 
which  presented  its  report  in  1894,  found  in  practice  some  eight 
methods  of  settling  trade  disputes  by  means  of  institutions  inter¬ 
nal  to  trades.  Beginning  from  the  bottom  of  the  scale  and  work¬ 
ing  upwards  to  the  most  highly  organized  institutions,  the  Com¬ 
mission  classified  these  methods  thus: 

(1)  Negotiations  between  individual  employers  and  deputa¬ 
tions  or  representatives  of  their  own  workmen. 

(2)  Negotiations  between  individual  employers  and  trade- 
union  officials  from  outside  on  behalf  of  their  workmen. 

(3)  Negotiations  between  officials  of  trade  unions  and  officials 
of  employers’  associations. 

(4)  Occasional  meetings  with  reference  to  wage  rates  and 
other  general  questions  between  committees  of  trade 
unions  and  committees  of  employers’  associations,  with, 
possibly,  at  the  same  time  a  standing  joint  committee  to 
settle  minor  questions  of  the  judicial  orders. 

(5)  More  or  less  regular  and  periodical  meetings  between 
such  committees  for  the  despatch  of  current  business. 

(6)  Formation  of  joint  committees  or  wages  boards  composed 
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equally  of  employers  and  workmen,  and  meeting  at  more 
or  less  regular  intervals  for  the  settlement  of  general 
questions,  with  a  regular  constitution  and  rules  of  pro¬ 
cedure,  and  usually  with  a  standing  sub-committee  to 
deal  with  minor  and  local  disputes  in  a  judicial  manner. 
The  wages  board  or  joint  committee  might  either  be  for 
a  whole  trade,  or  for  a  district  section  of  a  trade,  or  for  a 
single  establishment. 

(7)  Reference  of  special  cases  to  an  arbitrator,  approved  by 
both  parties. 

(8)  Embodiment  in  the  constitution  of  joint  committees, 
wages  boards,  or  other  courts  of  conciliation  of  the  prin¬ 
ciple  of  referring  to  arbitration  questions  on  which  such 
bodies  fail  to  agree.  Such  rule  of  reference  might  be 
either  with  regard  to  all  questions  or  with  regard  to  a  cer¬ 
tain  class  of  questions  only;  and  the  arbitrator  or  arbi¬ 
trators  might  either  be  standing  referees  or  be  selected 
upon  each  occasion  ad  hoc. 

The  general  principles  underlying  these  methods  are  very  simi¬ 
lar  to  those  of  the  three  classes  noted  above.  The  earlier  stages 
are  those  of  irregular  negotiations  in  industries  in  which  there  is 
a  low  level  of  organization,  both  of  trade  unions  or  employers’ 
unions.  The  later  stages  are  those  of  advancing,  or  advanced 
organization. 

With  the  stage  of  irregular  negotiations,  except  incidentally, 
I  do  not  propose  to  deal.  The  main  issues  concerning  us  are 
Conciliation  and  Arbitration.  The  word  “mediation”  is  often 
used  in  the  same  sense  as  “conciliation,”  especially  in  the  United 
States,  but  it  is  convenient  to  use  “mediation”  in  a  definite 
sense. 

Basic  concepts.  As  a  basis  for  the  definition  of  our  terms  we 
may  adopt  the  definition  of  the  Royal  Commission  on  Labor: 

Arbitration  is  the  settlement  by  one  or  more  presumably  im¬ 
partial  persons  of  an  issue  on  which  the  parties  have  failed  to 
agree. 

Conciliation  is  the  coming  together  of  the  parties  for  the  discus¬ 
sion  of  questions  with  a  view  to  amicable  settlement.  This  word 
is  often  used  where  we  should  properly  speak  of  mediation. 
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Mediation  means  the  exercise  of  good  offices  by  some  outside 
agency,  with  a  view  to  avert  an  impending  rupture  between  the 
parties,  or,  if  the  rupture  has  taken  place,  to  bring  them  together 
again  as  soon  as  possible,  without  itself  acting  as  arbitrator,  or 
making  an  award,  though  it  might  sometimes  make  and  even 
publish  recommendations  as  to  the  course  which  should  be  fol¬ 
lowed.  In  the  latter  case  its  action  facilitates  what  may  be 
called  arbitration  by  public  opinion. 

An  American  definition  of  conciliation  and  mediation  (that  of 
Drs.  Commons  and  Andrews),1  although  interchanging  the  terms, 
brings  out  the  particular  function  of  mediation. 

By  mediation  or  conciliation  is  usually  meant  the  bringing 
together  of  employers  and  employees  for  a  peaceable  settle¬ 
ment  of  their  differences  by  discussion  and  negotiations.  The 
mediator  may  be  either  a  private  or  an  official  individual  or 
board,  and  may  make  inquiries  without  compulsory  powers, 
trying  to  induce  the  two  parties  by  mutual  concessions  to 
effect  a  settlement.  The  successful  mediator  never  takes 
sides  and  never  commits  himself  as  to  the  merits  of  a  dispute. 

He  acts  purely  as  a  go-between,  seeking  to  ascertain,  in  con¬ 
fidence,  the  most  that  one  party  will  give  and  the  least  that 
the  other  will  take  without  entering  on  either  a  lockout  or  a 
strike.  If  he  succeeds  in  this,  he  is  really  discovering  the 
bargaining  power  of  both  sides  and  bringing  them  to  the 
point  where  they  would  be  if  they  made  an  agreement  with¬ 
out  him. 

Arbitration.  In  the  various  definitions  of  arbitration  which 
have  been  given  in  reports  of  commissions  and  other  sources,  the 
definition  of  the  British  Royal  Commission  has  been  considerably 
changed.  In  the  first  place,  arbitration  may  not  be  by  impartial 
persons.  The  Australian  courts,  for  example,  are  usually  so  con¬ 
stituted  as  to  represent  the  parties  concerned.  Even  where  there 
is  only  one  judge,  Australian  employers  and  employees  hold  very 
different  views  as  to  his  impartiality.  In  the  second  place, 
arbitration  is  often  defined  as  implying  compulsory  awards.  The 
essence  of  arbitration  is  the  existence  of  an  authority  specifically 

1  From  Principles  of  Labor  Legislation,  by  Commons  and  Andrews.  Copyright 
by  Harper  and  Brothers.  Reprinted  by  permission. 
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set  apart  to  adjudicate  on  disputes  under  recognized  conditions. 
Arbitration  may  be  of  two  kinds  —  voluntary  and  compulsory 
Voluntary  arbitration  implies  that  two  parties,  unable  to  settle 
their  differences  between  themselves,  or  by  the  help  of  a  mediator, 
or  conciliation  authority,  agree  to  submit  their  cause  to  an  arbi¬ 
trator,  whose  decision  they  agree  to  accept.  The  essential  item 
in  voluntary  arbitration  is  the  voluntary  submission  of  cases  to  an 
arbitrating  authority.  The  subsequent  attendance  of  witnesses 
and  investigation  may  or  may  not  be  attended  by  compulsion. 
The  subsequent  compulsion  does  not  make  the  arbitration  com¬ 
pulsory. 

Compulsory  arbitration  means  that  parties  must  submit  their 
cases  to  an  arbitration  authority.  This  implies  compulsory  at¬ 
tendance  of  witnesses,  compulsory  powers  of  investigation,  and 
compulsory  award,  with  penalties  for  breaches  of  awards. 

Compulsory  conciliation.  The  three  chief  terms  which  concern 
us  thus  are  “conciliation,”  “arbitration,”  and  “mediation”;  but 
another  term  frequently  used  in  the  literature  on  the  subject 
requires  notice,  viz.,  “compulsory  conciliation.”  This  term 
seems  self-contradictory;  and  it  has  been  used  to  denote  several 
phases  in  the  organization  of  industrial  peace.  It  may  mean  the 
compulsory  reference  of  disputes  to  conciliation  boards,  or  it  may 
mean  the  semi-compulsory  Canadian  system.  Still  another  mean¬ 
ing  has  been  given  to  compulsory  conciliation  —  the  settlement 
of  disputes  between  the  parties  by  arbitrators  without  a  definite 
arbitration  award  being  made.  This  is  often  done  by  disinterested 
chairmen  of  boards  in  Australia,  who,  gauging  the  feelings  of  the 
parties,  persuade  them  to  come  to  an  agreement  by  “splitting  the 
difference.” 

The  term  “compulsory  conciliation”  is  an  awkward  one,  and  it 
would  be  better  were  it  abolished  from  the  technical  language  of 
industrial  peace.  Conciliation,  voluntary  arbitration,  and  com¬ 
pulsory  arbitration  cover  such  cases  as  may  be  denoted  by  com¬ 
pulsory  conciliation.  The  Canadian  system  is  best  termed  “  com¬ 
pulsory  investigation.”  Such  compulsory  investigation  implies 
(a)  the  power  of  the  investigating  authority  to  compel  the  attend¬ 
ance  of  witnesses,  the  production  of  papers,  etc.,  and  to  enter 
premises,  and  (b)  the  making  of  a  recommendation  as  distinct 
from  an  award.  In  practice  compulsory  investigation  further 
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implies  ( c )  the  publication  of  the  proceedings  of  the  investigating 
authority,  and  ( d )  the  postponement  of  strikes  pending  this  publi¬ 
cation. 

Value  of  mediation.  Before  we  proceed  to  the  examination  of 
existing  systems  of  conciliation  and  arbitration,  a  reference  may 
be  made  to  the  value  of  mediation,  as  distinct  from  conciliation. 
Mediation  is  rather  a  haphazard  method  of  settling  disputes.  It 
may  be  brought  into  the  quarrel  at  any  stage.  The  friendly  offices 
of  a  well-meaning  outsider  or  agency  may  help  parties  to  come  to 
an  understanding  in  the  early  stages  of  a  dispute;  or  they  may  be 
useful  in  the  later  stages  when  conciliation  has  failed  or  where 
arbitration  is  not  desired.  Mediation  in  an  industrial  dispute  is 
much  the  same  as  mediation  in  a  private  quarrel.  It  may  stave 
off  the  estrangement  which  quarrels  engender,  or  it  may  bring  the 
parties  back  to  friendship  after  the  estrangement  has  taken  place. 

Generally  speaking,  there  are  three  types  of  mediators  — 
government  agencies,  private  boards  or  individuals,  and,  to  use 
Professor  Pigou’s  handy  term,  the  “eminent  outsider.”  The 
methods  of  mediation  are  many.  Mediators  may  try  to  settle 
disputes,  “off  their  own  bats”;  or  they  may  make  acceptable  sug¬ 
gestions  to  the  parties  about  further  inquiries,  pending  which  the 
status  quo  will  continue;  or  they  may  be  able  to  persuade  the 
parties  to  submit  to  arbitration.  Naturally  much  depends  on  the 
personality  and  experience  of  such  mediators.  Hence  arises  the 
value  of  the  “eminent  outsider.”  English  industrial  history  con¬ 
tains  many  examples  of  this  type  of  mediator.  The  more  eminent 
the  mediator,  the  greater  is  the  likelihood  of  his  success.  But  the 
method  is  adventitious  and  unreliable.  The  “eminent  outsider” 
method  should  be  a  method  of  last  resort,  a  method  of  reserve, 
not  a  real  and  regular  part  of  the  machinery  of  industrial  peace. 

2.  Conciliation  and  Arbitration  in  Great  Britain  1 

In  spite  of  her  large  industrial  population  and  manifold  indus¬ 
tries,  Great  Britain  has  very  few  statutes  affecting  industrial 
peace.  The  modern  legislation  dates  from  1896,  the  year  in  which 
the  Conciliation  Act  —  still  in  force  — was  passed.  This  Act 
satisfied  British  needs  till  1909,  when  the  less  organized  trades 

1  Adapted  from  Conciliation  and  Arbitration,  by  R.  N.  Gilchrist.  Government  of 
India,  Calcutta,  1922. 
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were  brought  under  the  Trade  Boards.  From  1910  to  1914  there 
was  marked  industrial  unrest,  but  the  only  new  institution  that 
was  created  was  the  Industrial  Council  of  1911.  New  lines  of 
development  were  in  contemplation  when  the  war  broke  out. 
The  industrial  legislation  of  the  war  period  was  abnormal,  and 
when  conditions  were  restored,  a  short  new  Act  —  the  Industrial 
Courts  Act  of  1919  —  was  passed.  The  Trade  Boards  Act  was 
extended  in  1918.  A  survey  of  the  development  of  this  legisla¬ 
tion,  therefore,  shows  that  it  falls  into  three  periods:  (1)  the  period 
up  to  1914,  recording  the  methods  adopted  in  peace  times;  (2) 
the  exceptional  measures  taken  during  the  war;  and  (3)  the  con¬ 
structive  proposals  of  the  Whitley  Commission  after  the  war,  to¬ 
gether  with  the  legislation  built  on  these  proposals.  Since  the 
second  period  was  one  of  abnormal  circumstances,  very  little 
attention  will  be  paid  to  the  war-time  laws  in  the  discussion  which 
follows. 

The  First  Period,  1896-1914.  During  this  period,  three  at¬ 
tempts  were  made  to  set  up  by  law  machinery  for  the  settlement 
of  industrial  disputes:  (a)  the  Conciliation  Act,  1896;  (b)  the  Trade 
Boards  Act,  1909;  (c)  the  Industrial  Courts  Act,  1911.  The  last 
named  was  short-lived  and  of  small  practical  effect;  hence,  it  may 
be  disregarded  in  any  attempt  to  understand  the  present  legal 
machinery  of  Great  Britain  applicable  to  industrial  unrest.  The 
Conciliation  Act  and  the  Trade  Boards  Act,  on  the  other  hand, 
have  become  a  permanent  part  of  the  law. 

The  Conciliation  Act,  1896.  Prior  to  1896  there  had  been  a 
series  of  laws  regulating  industrial  disputes,  most  of  which  were 
practically  dead  letters  and  were  repealed  by  the  Conciliation  Act. 
This  law,  passed  in  1896,  was  more  a  codification  of  informal  prac¬ 
tice  existing  in  the  country  than  the  result  of  new  recommenda¬ 
tions  or  principles.  The  voluntary  system  of  conciliation  boards 
which  is  embodied  in  the  Act  was  in  vogue  in  England  for  many 
years  prior  to  its  passage;  and  in  many  industries  these  voluntary 
boards  had  achieved  noteworthy  success  in  maintaining  peaceful 
relations  between  employer  and  employee.  The  expedient  of 
sliding  scales  had  also  achieved  wide  popularity  as  a  method  of 
securing  industrial  peace.  The  sliding  scales  of  this  period  were 
based  on  the  general  principle  that  wages  should  vary  with  the 
market  price  of  the  commodity.  According  to  this  theory,  a 
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standard  wage  is  paid  for  a  standard  price  ot  a  given  commodity, 
and  a  rise  or  fall  of  the  selling  price  automatically  leads  to  a  rise  or 
fall  of  wages.  For  the  regulation  of  these  sliding  scales,  joint  com¬ 
mittees  were  required  which  lessened  the  need  for  boards  of  con¬ 
ciliation  and  arbitration. 

The  sliding  scales  were  adopted  in  several  important  industries 
in  England,  but  from  1880  onwards  their  popularity  declined, 
and  many  of  them  were  abolished.  Since  the  conclusion  of  the 
Great  War,  another  type  of  sliding  scale  has  become  very  common 
—  that  based  on  the  cost-of-living  index  numbers  published  by 
the  Ministry  of  Labor.  In  August,  1921,  the  Ministry  of  Labor 
estimated  that  the  number  of  workers  covered  by  such  agree¬ 
ments  was  about  2,750,000.  The  agreements  between  employers 
and  workers  providing  for  the  automatic  adjustment  of  wage  rates 
according  to  the  index  number  cover  about  fifty-five  trades  and 
occupations,  as  well  as  a  large  number  of  local  authority  non¬ 
trading  services.  This  type  of  scale  by  its  nature  is  a  temporary 
measure,  and  in  all  probability  wages  and  the  cost  of  living  will 
soon  be  stabilized. 

The  immediate  cause  of  the  Conciliation  Act  of  1896  was  the 
findings  of  a  Royal  Commission  of  Labor,  whose  researches  lasted 
from  1891  to  1894.  Just  before  the  Commission  was  appointed 
there  was  a  period  of  marked  unrest  in  England,  which  was  suc¬ 
ceeded  by  a  period  of  trade  depression.  Among  several  big  strikes 
one  in  particular  —  the  dockers’  strike  of  1889  —  had  far-reaching 
results.  This  strike  showed  the  workers  the  value  of  organiza¬ 
tion  and  collective  action  as  a  remedy  for  their  ills.  It  gave  a  big 
impetus  to  both  the  trade-union  and  the  labor  movements.  The 
membership  of  the  unions,  which  had  hitherto  been  languishing, 
increased  considerably,  and  the  political  side  of  the  labor  move¬ 
ment  —  The  Labor  Party  —  found  many  new  supporters.  This 
combination  of  circumstances  prepared  the  ground  for  a  measure 
of  industrial  peace.  From  the  evidence  given  at  this  Commission, 
it  was  clear  that  a  large  body  of  influential  opinion  in  England 
favored  the  creation  of  some  definite  means  for  the  settlement  of 
trade  disputes.  Influenced  by  these  various  circumstances,  the 
Government  ventured  to  pass  the  Conciliation  Act. 

The  Act  provides  for  the  registration  and  functions  of  concilia¬ 
tion  boards.  Any  board  established  either  before  or  after  the 
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Act,  constituted  for  the  purpose  of  settling  disputes  between  fim* 
ployers  and  workmen  by  conciliation  or  arbitration,  or  any  as¬ 
sociation  or  body  authorized  by  agreement  in  writing,  may  apply 
to  the  Board  of  Trade  (now  Ministry  of  Labor)  for  registration 
under  the  Act.  The  Labor  Ministry  keeps  a  register  of  such  con¬ 
ciliation  boards  and  it  generally  conducts  the  ministerial  work 
connected  with  registration.  The  registration  feature  of  the  Act 
may  be  dismissed  with  little  notice;  it  has  been  almost  wholly 
inoperative.  Thus,  at  the  end  of  1919  nearly  five  hundred  con¬ 
ciliation  boards  were  known  to  exist,  but  of  these  only  thirteen 
were  registered. 

The  Act  lays  down  that  where  a  difference  exists  or  is  appre¬ 
hended  between  an  employer  or  any  class  of  employers  and  work¬ 
men,  or  between  different  classes  of  workmen,  the  Board  of  Trade 
(Ministry  of  Labor)  may: 

(a)  inquire  into  the  causes  and  circumstances  of  the  differ¬ 
ence; 

( b )  take  such  steps  as  the  Board  deems  expedient  to  enable 
the  parties  to  assemble,  either  by  themselves  or  through 
their  representatives,  under  a  chairman  mutually  agreed 
upon  or  nominated  by  the  Board  of  Trade  or  by  some, 
other  person  or  body,  with  a  view  toward  an  amicable 
settlement  of  the  difference; 

(c)  on  application  of  employers  or  workmen  interested,  and 
after  taking  into  consideration  the  existence  and  ade¬ 
quacy  of  means  available  for  conciliation  in  the  district 
or  trade  and  the  circumstances  of  the  case,  appoint  a 
person  or  persons  to  act  as  conciliator  or  as  a  board  of  con¬ 
ciliation; 

(<T)  on  application  of  both  parties  to  the  difference,  appoint 
an  arbitrator. 

The  Act  thus  confers  power  on  the  Board  of  Trade  (Ministry 
of  Labor)  to  help  in  establishing  conciliation  boards.  If  it  appears 
to  the  Board  that  in  any  district  reasonable  facilities  for  settling 
industrial  disputes  do  not  exist,  they  may  appoint  a  person  or 
persons  to  inquire  into  the  conditions  of  the  district  and  trade  with 
a  view  to  determining  the  expediency  of  establishing  a  concilia¬ 
tion  board. 
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As  will  be  seen  from  its  provisions,  this  Act  is  very  elastic.  The 
operative  sections  of  the  Act  are  those  which  authorize  the 
Minister  to  inquire  into  the  causes  and  circumstances  of  a  dispute 
and  to  appoint  a  conciliator  at  the  request  of  either  party  or  an 
arbitrator  at  the  request  of  both.  The  arbitration  provisions 
were  extended  in  1908,  when  the  Board  of  Trade  set  up  a  Court 
of  Arbitration.  Panels  of  chairmen,  of  employers  and  labor  repre¬ 
sentatives  were  established,  and  the  courts  were  selected  from 
these  panels  on  the  application  of  both  parties  to  a  dispute.  The 
court  consisted  of  three  to  five  members.  Technical  assessors,  to 
give  the  court  expert  advice  on  technical  matters,  could  also  be 
appointed  if  deemed  expedient. 

The  chief  feature  of  the  Act  is  its  purely  voluntary  nature.  It 
is  often  quoted  as  a  good  example  of  purely  voluntary  methods  in 
the  settlement  of  trade  disputes.  It  may  also  be  noted  that  the 
Act  allows  wide  discretion  to  the  Labor  Department  to  deal  with 
cases  as  circumstances  demand.  Such  permissive  provisions  re¬ 
quire  an  experienced  and  well-trained  labor  staff.  The  possession 
of  such  staff  by  the  Board  of  Trade,  and  later  by  the  Ministry  of 
Labor,  is  largely  responsible  for  the  success  of  this  non-compulsory 
English  measure. 

The  number  of  cases  dealt  with  under  the  Conciliation  Act  from 
1896  to  1913  is  shown  by  the  table  on  page  456. 

The  chief  work  of  conciliation  boards  is  the  prevention  of  lock¬ 
outs  and  strikes,  although  in  some  cases  the  actual  settlement  of 
stoppages  is  one  of  the  objects  of  the  board.  Most  of  the  boards 
provide  in  their  rules  that  no  stoppage  of  work  shall  take  place 
until  the  difference  has  been  referred  to  the  board  of  conciliation. 
In  some  cases,  as  in  the  manufactured  iron  and  steel  trade,  it  is 
provided  that,  if  a  stoppage  has  taken  place,  the  board  will  refuse 
to  discuss  the  question  until  work  has  been  resumed.  Some  boards 
inflict  fines  for  stoppage  of  work  by  either  party  under  given  con¬ 
ditions.  It  must  be  recalled  that  these  boards  are  not  government 
organizations,  but  voluntary  arrangements  set  up  in  the  trade  by 
agreement  between  workers  and  employers.  The  Conciliation 
Act  merely  facilitates  this  trade  practice  and  provides  aid  in  per¬ 
fecting  it. 

As  conciliation  boards  usually  are  constituted  on  the  basis  of 
equal  representation  between  employers  and  workers,  it  some- 
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Number  of  Cases 


Year 

Total 

Involving 
stoppage 
of  work 

Not  involving 
stoppage  of 
work 

1896“ . 

II 

0 

2 

1897 . 

37 

23 

14 

1898 . 

12 

8 

4 

1899 . . . 

II 

5 

6 

1900 . 

21 

13 

8 

1901 . 

33 

20 

13 

1902 . 

21 

IO 

II 

1903 . 

17 

8 

9 

1904 . 

12 

4 

8 

190S . 

14 

3 

11 

1906 . 

20 

8 

12 

1907 . 

39 

15 

24 

1908 . 

60 

24 

36 

1909 . 

57 

24 

33 

1910 . 

67 

27 

40 

I9II . 

92 

57 

35 

1912 . 

73 

34 

39 

1913 . 

99 

53 

46 

Total . 

696 

345 

35i 

*  Five  months  only. 


times  happens  that  the  opinion  of  the  board  is  equally  divided  on 
the  question  at  issue.  In  many  cases  such  deadlocks  are  over¬ 
come  within  the  board  itself,  but  it  is  obvious  that  in  many  cases 
some  definite  machinery  is  necessary  to  solve  the  difficulty.  With 
regard  to  this  question,  the  conciliation  boards  of  England  fall  into 
the  following  classification: 

(1)  Boards  with  complete  automatic  machinery  for  the  settle¬ 
ment  of  disputes; 

(2)  Boards  with  complete  machinery  to  be  used  only  by  mu¬ 
tual  consent  of  the  parties; 

(3)  Boards  with  no  provision  for  avoiding  a  deadlock  in  the 
settlement  of  disputes. 

A  study  made  in  1910  showed  that  at  that  time,  out  of  252 
boards  and  committees,  153  belonged  in  the  first  class.  With 
them,  failure  to  adjust  a  dispute  within  the  board  led  to  the  refer¬ 
ence  of  the  matter  either  (a)  to  the  Board  of  Trade  for  appoint¬ 
ment  of  a  final  authority;  ( b )  to  a  permanent  neutral  chairman, 
president,  arbitrator,  umpire  or  referee;  (c)  reference  to  an  arbi¬ 
trator  appointed  ad  hoc;  or  (d)  reference  to  three  arbitrators  with 
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decision  by  majority.  Of  the  second  class,  there  were  81  in  1910; 
the  majority  of  these  referred  for  final  decision  to  the  Board  of 
Trade  upon  mutual  consent  of  the  parties. 

Trade  Boards  Act,  1909.  This  Act  established  the  minimum 
wage  in  certain  selected  trades  in  England,  setting  up  boards  for 
the  purpose  of  determining  the  wage  and  administering  the  pro¬ 
visions  of  the  Act.  The  system  of  trade  boards  is  an  example  of 
industrial  organization  which  is  the  outcome,  not  of  industrial 
disputes,  but  of  a  general  public  feeling  that  wage-earners  who  are 
not  in  a  position  to  defend  themselves  should  be  protected  by  the 
community.  This  minimum-wage  procedure  is  not  properly  to  be 
considered  a  part  of  the  system  of  conciliation  and  arbitration, 
yet  its  incidental  purpose  is  to  maintain  peaceful  and  healthful 
relations  in  industry,  and  this  purpose  has  been  recognized  espe¬ 
cially  in  the  recent  extensions  of  the  Act. 

When  the  Act  was  passed  in  1909,  the  industries  to  which  it  was 
meant  to  apply  were  specifically  mentioned.  The  immediate 
effect  of  the  Act  was  so  beneficent  —  “sweating”  immediately 
disappeared  from  the  designated  trades  —  that  its  scope  was 
broadened.  Up  to  1918,  about  500,000  workers  had  been  brought 
under  the  boards.  In  that  year,  the  policy  of  minimum  wages, 
fixed  and  enforced  by  the  Government,  was  extended  to  many 
other  industries,  so  that  by  1920  thirty-seven  new  boards  appli¬ 
cable  to  a  million  and  a  half  workers  had  been  established.  Since 
1920  trade-board  organization  has  been  vigorously  conducted  and 
the  numbers. now  affected  by  them  must  be  considerably  above 
two  and  a  half  millions. 

In  1921  a  backward  step  was  taken  when  the  wage  boards 
established  in  behalf  of  the  agricultural  laborers  were  abolished. 
These  boards  had  been  created  by  an  extension  of  the  Act  at  a 
time  when  the  prices  of  farm  produce  were  guaranteed  by  the 
Government.  The  withdrawal  of  this  guarantee  after  the  war  led 
to  a  demand  that  the  costs  in  agriculture,  stabilized  so  far  as 
wages  were  concerned  by  the  wage  boards,  should  be  freed  from 
government  control  also.  The  Act  by  which  this  repeal  was 
effected  provides  that,  in  the  place  of  the  agricultural  wages 
boards  and  district  wages  committees,  new  quasi-statutory  con¬ 
ciliation  committees  should  be  set  up  on  which  the  farmers  and 
farm  servants  should  be  represented  equally,  and  on  which  there 
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should  be  no  independent  members  as  there  are  on  trade  boards. 
The  functions  of  these  committees  are  limited  to  wages,  hours, 
and  conditions  of  work.  The  committees  may,  if  necessary,  ap¬ 
point  an  independent  chairman  to  act  as  conciliator,  or,  if  they 
think  fit,  they  may  confer  voting  powers  on  him  such  as  will  make 
him  a  compulsory  arbitrator.  The  decisions  of  the  committees 
are  enforceable  at  law  after  confirmation  by  the  Minister  of 
Agriculture  and  advertisement  in  the  districts  to  which  they 
apply. 

The  Industrial  Council  Act,  1911.  The  great  labor  unrest  of 
1911  led  to  the  establishment  of  another  unit  in  the  conciliation 
machinery  of  Great  Britain  —  the  Industrial  Council.  Although 
the  Conciliation  Act  had  been  effective  in  settling  many  disputes, 
opinion  was  gaining  headway  that  a  body  representative  of  em¬ 
ployers  and  employees  was  necessary  to  consider  industrial  unrest 
in  its  larger  as  well  as  its  smaller  aspects.  Accordingly,  there  was 
created  a  central  court  or  council  composed  of  two  panels  of 
members  —  thirteen  representatives  of  employers  and  an  equal 
number  of  representatives  of  employees.  These  members  were 
nominated  by  the  Government,  at  first,  for  periods  of  one  year. 

The  Industrial  Council  never  became  a  live  organization  for  the 
settlement  of  industrial  questions.  Its  eminent  Chief  Commis¬ 
sioner,  Lord  Askwith,  has  accounted  for  its  failure  partly  on  the 
grounds  of  its  bureaucratic  nature  and  its  failure  to  represent  the 
parties  immediately  concerned  in  a  dispute;  partly  because  of  its 
lack  of  power  to  enforce  its  findings;  and  partly  because  of  its  inept 
and  cumbrous  procedure  winch  caused  it  to  blunder  in  its  attempts 
at  strike  settlement.  The  Council  was  soon  abolished  by  a  repeal 
of  the  Act  of  1911. 

The  War  Period,  1914-1918.  During  the  three  years  previous 
to  the  war  there  had  been  a  marked  increase  in  industrial  unrest 
in  Great  Britain.  The  Conciliation  Act  had  been  frequently 
brought  into  action,  and  the  Board  of  Trade  was  seriously  con¬ 
sidering  strengthening  the  machinery  of  the  Act.  When  the  war 
broke  out,  there  were  upwards  of  a  hundred  strikes  in  progress. 
The  outbreak  of  the  war  completely  upset  industries  for  a  time, 
but  a  wave  of  patriotic  feeling  which  spread  throughout  the 
country  brought  about  a  conciliatory  feeling  amongst  both  em¬ 
ployers  and  employees.  Soon  after  the  outbreak  of  hostilities, 
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the  great  majority  of  strikes  were  settled.  Recruiting  seriously 
depleted  the  supply  of  labor,  and  the  industries  more  intimately 
connected  with  the  supply  of  war  material  required  an  additional 
number  of  men.  Strikes  and  lockouts  had  to  be  avoided  at  all 
costs.  The  procedure  —  conciliation,  arbitration,  or  anything 
else  —  was  not  of  first  importance;  what  mattered  was  the  result. 

Certain  developments  growing  out  of  the  war  soon  upset  this 
condition  of  industrial  tranquillity.  The  increased  demand  for 
labor  placed  the  workers  in  a  strong  bargaining  position  which 
they  were  the  more  ready  to  exploit  because  of  their  conviction 
that  employers  were  practicing  wholesale  profiteering;  the  influx 
of  women  into  industry  broke  down  the  restrictive  agreements 
made  by  the  trade  unions;  the  rising  cost  of  living  gave  the  wage- 
earners  a  real  grievance  founded  on  immediate  economic  interest. 
Hence,  in  1915  labor  unrest  again  appeared. 

The  legislation  of  the  war  period  consisted  in  the  prohibition 
of  strikes  and  lockouts  in  certain  essential  industries;  the  provision 
of  machinery  for  compulsory  arbitration;  and  the  authoritative 
determination  of  wages,  privileges,  and  conditions  of  work  in 
certain  fields  of  industrial  enterprise.  The  Munitions  of  War  Act 
was  passed  in  1915  and  amended  in  1916.  From  the  point  of  view 
of  industrial  unrest,  the  Act  compelled  the  Board  of  Trade  to  pro¬ 
mote  settlement  of  disputes  by  arbitration  or  agreement  between 
the  parties.  Any  award  or  agreement  thus  reached  was  made 
binding  and  enforceable  at  law.  No  strike  or  lockout  could  take 
place  in  any  dispute  to  which  the  law  applied  unless  the  dispute 
had  been  reported  to  the  Board  of  Trade  and  twenty-one  days  had 
elapsed  from  the  date  of  the  report.  The  amendment  in  1916 
empowered  the  Minister  of  Munitions  to  set  up  special  arbitration 
tribunals  in  important  war  industries.  This  Act,  therefore,  in¬ 
troduced  compulsory  arbitration  at  the  option  of  the  Board  of 
Trade  and,  under  given  circumstance,  prohibited  strikes  and  lock¬ 
outs.  It  is  to  be  noted  that  compulsory  arbitration  is  made  a 
matter  of  last  resort,  however. 

This  legal  prohibition  of  strikes  and  lockouts  and  enforcement 
of  arbitration  stiffened  as  the  war  went  on.  The  Munitions  of 
War  Act,  1917,  set  up  an  arbitration  commission  in  war  industries 
to  which  was  given  the  power  of  initiating  arbitration  in  case  of 
dispute.  The  Defense  of  the  Realm  Regulations  prohibited  in- 
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citement  to  strike.  The  Treasury  agreement  between  the  Gov¬ 
ernment  and  the  unions  provided  that  no  strikes  should  occur  in 
munitions  works  and  that  the  unions  should  surrender,  for  the 
period  of  the  war,  certain  of  their  privileges  which  restricted 
production.  All  of  this  machinery  for  compulsory  arbitration  was 
intended  to  be  temporary  and  it  disappeared  after  the  close  of 
hostilities. 

The  Whitley  Councils  and  the  Industrial  Court  Act,  1919.  In 

anticipation  of  the  difficulties  of  the  period  of  reconstruction 
which  would  follow  the  war,  the  British  Government  appointed 
in  1917  a  special  commission  to  study  the  relations  of  employers 
and  employees.  The  report  of  this  commission  has  been  incor¬ 
porated  in  an  elaborate  system  for  promoting  industrial  good  will, 
known,  from  the  name  of  the  chairman  of  the  committee,  as  the 
Whitley  Councils. 

The  principle  underlying  the  system  of  Whitley  Councils  is  that 
peace  in  industry  requires  a  recognition  that  employers  and  em¬ 
ployed  have  an  equal  interest  in  the  smooth  functioning  of  the 
productive  system,  and  a  provision  of  machinery  whereby  these 
two  parties  may  be  brought  into  permanent  and  continuous 
consultation  over  matters  which  concern  their  mutual  welfare. 
Trade-unionism,  on  the  one  hand,  and  the  associations  of  em¬ 
ployers,  on  the  other,  are  recognized  as  indispensable  conditions 
of  the  success  of  the  plan.  In  the  words  of  the  Commission :  “  An 
essential  condition  of  securing  a  permanent  improvement  in  the 
relations  between  employers  and  employed  is  that  there  should  be 
adequate  organization  on  the  part  of  both  employers  and  work¬ 
people.  The  proposals  outlined  for  joint  cooperation  throughout 
the  several  industries  depend  for  their  ultimate  success  upon  there 
being  such  organization  on  both  sides;  and  such  organization  is 
necessary  also  to  provide  means  whereby  the  arrangements  and 
agreements  made  for  the  industry  may  be  effectively  carried  out.” 

Machinery  of  the  Whitley  Councils.  The  Whitley  Councils,  in 
their  perfection,  can  be  established  only  in  industries  where  this 
bilateral  organization  already  exists.  In  such  industries,  it  is 
recommended  that  a  nation-wide  organization  be  set  up  consisting 
of  three  divisions  —  a  National  Joint  Standing  Council  represent¬ 
ative  of  the  industry  as  a  whole;  a  District  Joint  Standing  Council 
in  each  of  the  natural  territorial  divisions  of  the  industry;  and  a 
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Works  or  Factory  Joint  Standing  Council  in  the  individual  enter¬ 
prises.  Each  of  these  councils  is  to  be  equally  representative  of 
organized  labor  and  organized  employers;  they  are  to  be  in  per¬ 
manent  existence,  bringing  the  two  interests  together  for  confer¬ 
ence  over  matters  which  arise  within  the  respective  fields  of  their 
operation.  Thus  the  larger  units  of  the  scheme  will  consider  such 
matters  as  legislation  affecting  the  industry;  devices  for  stabilizing 
employment,  establishing  standards  of  production,  and  promoting 
the  security  of  the  wage-earner,  on  the  one  hand,  and  the  produc¬ 
tive  efficiency  of  the  industry,  on  the  other;  and  general  improve¬ 
ment  of  technical  processes.  The  committee  established  in  the 
individual  plant  will  provide  machinery  for  joint  negotiation  of 
wages,  hours,  and  conditions  of  employment,  and  thus  give  the 
worker  a  larger  share  in  the  control  of  his  industrial  life.  The 
system  as  a  whole  will  function  as  a  medium  for  the  clearance  of 
difficulties  and  the  settlement  of  grievances  on  a  local,  district,  or 
national  scale. 

In  industries  partially  organized,  it  is  urged  that  the  scheme  be 
applied,  with  the  aid  of  the  Government,  to  those  sections  where 
organization  has  proceeded  far  enough  to  supply  the  framework 
for  the  councils;  and  that  complete  organization  among  employers 
and  employed  be  encouraged  to  the  end  that  the  council  system 
might  be  made  national  in  scope.  For  industries  in  which  no  or¬ 
ganization  existed,  it  was  recommended  that  the  trade  boards, 
instituted  under  the  Act  of  1909,  be  made  the  medium  for  intro¬ 
ducing  the  scheme;  but  this  perversion  of  the  original  purpose 
of  the  trade  boards  did  not  receive  the  approval  of  the  Govern¬ 
ment. 

The  Whitley  Councils  are  in  no  sense  compulsory.  The  system 
is  adopted  by  any  industry  only  upon  the  motion  of  both  parties 
concerned  and  is  not  enforced  upon  an  unwilling  interest  by  action 
of  Government.  In  fact,  the  Government  has  no  connection  with 
the  system,  unless  requested  to  appoint  members  in  an  advisory 
capacity  to  any  one  of  its  units,  or  to  aid  in  the  establishment  of 
councils  in  a  backward  trade.  Though  provision  is  made  for 
negotiation  between  labor  and  employer  throughout  the  entire 
range  of  a  given  enterprise,  from  the  smallest  unit  to  the  entire 
industry,  decisions  reached  are  binding  only  through  voluntary 
acceptance.  The  plan  does  not  embody  the  principle  of  com- 
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pulsory  arbitration,  nor,  in  fact,  of  any  type  of  arbitration.  It 
merely  gives  frank  recognition  to  the  existing  state  of  affairs  in 
large-scale  industry:  namely,  that  both  parties  to  the  wage  con¬ 
tract  are  tending  to  organize  for  mutual  protection  and  that  both 
demand  a  share  in  the  determination  of  working  conditions.  On 
the  basis  of  this  recognition,  the  Whitley  Councils  provide  for 
smoothly  functioning  negotiation  in  the  hope  that  differences 
may  be  settled  without  resort  to  open  warfare.  The  machinery 
adopted  by  any  industry  is  voluntary  and  elastic,  adapted  to  the 
prevailing  conditions  of  the  industry,  and  able  to  determine  its 
own  functions  and  methods  of  operation. 

Progress  of  the  system.  There  has  been  considerable  progress 
in  England  along  the  lines  mapped  out  by  the  Whitley  Commis¬ 
sion.  Joint  industrial  councils  have  been  set  up  in  certain  govern¬ 
ment  departments  which  resembled  in  nature  an  industrial  estab¬ 
lishment:  e.g.,  the  Admiralty,  War  Office,  and  Office  of  Works. 
At  first  the  better  organized  industries  were  not  enthusiastic 
about  the  Whitley  scheme,  but  by  the  end  of  1919  several  of  the 
largest  had  accepted  its  principles.  By  the  publication  of  a  Joint 
Industrial  Councils  Bulletin  the  Ministry  of  Labor  has  tried  its 
utmost  to  popularize  the  new  movement,  and  it  is  noteworthy 
that  a  large  number  of  foreign  countries  have  made  inquiries  re¬ 
garding  the  system.  The  time  has  not  come  to  judge  of  the  real 
utility  of  the  joint  standing  councils;  but  it  may  be  said  with 
certainty  that  they  have  aided  materially  in  tiding  over  difficult 
times. 

Immediately  after  the  cessation  of  the  war  there  was  a  violent 
outburst  of  labor  trouble.  Once  the  tension  of  the  war  period  was 
removed,  there  was  a  tendency  on  the  part  of  the  wage-earners  to 
slack  off  work.  This  tendency  was  reflected  in  the  new  demands 
made  on  employers.  The  unrest  was  not  only  connected  with 
higher  wages;  it  was  associated  with  demands  for  a  shorter  work¬ 
ing  day  and  for  the  elimination  of  systematic  overtime.  Gradu¬ 
ally,  in  both  public-utility  services  and  privately  owned  industries 
the  demand  for  a  shorter  working  day  or  week  was  conceded,  but 
in  the  period  of  reconstruction  the  diminution  of  output  that  this 
meant  made  it  all  the  more  difficult  for  industry  to  bear  the  higher 
wages  that  were  demanded.  The  prevalent  unrest  brought  about 
many  strikes  culminating  in  the  strike  of  the  coal  miners  in  1919 
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—  one  of  the  most  protracted  and  bitter  labor  controversies  that 
Great  Britain  has  known. 

To  study  this  situation  a  national  conference  was  summoned 
by  the  Minister  of  Labor,  representatives  of  employers,  trade 
unions,  and  joint  councils.  The  main  recommendations  of  this 
conference  urged,  among  other  things,  that  the  questions  of  wages 
and  hours  be  settled  on  a  nation-wide  scale  by  legal  enforcement 
of  the  eight-hour  day  in  all  industries  with  few  exceptions,  and 
universal  enactment  of  a  standard  minimum  wage.  It  was  also 
recommended  that  there  be  established  a  permanent  national 
industrial  council,  to  supplement  the  existing  sectional  machinery, 
and  to  advise  the  Government  on  general  questions  affecting  the 
welfare  of  industries.  The  recommendations  regarding  wages  and 
hours  were  not  adopted  by  the  Government,  but  the  suggestion  of 
a  national  industrial  council  was  incorporated  in  the  Industrial 
Courts  Act  passed  in  November,  1919. 

Industrial  Courts  Act,  1919.  This  Act  sets  up  a  permanent  court 
of  arbitration,  officially  known  as  the  Industrial  Court,  to  which 
both  parties  to  a  dispute  may  have  recourse  if  they  both  consent. 
The  constitution  of  the  court  is  elastic.  According  to  the  Act  it 
may  consist  of  persons  to  be  appointed  by  the  Minister  of  Labor, 
of  whom  some  shall  be  independent  persons,  some  representing 
the  employers,  some  the  workmen.  One  or  more  women  may  be 
added.  The  Minister  is  empowered  to  fix  the  term  of  office  for  a 
member  of  the  Court,  and  to  determine  the  make-up  of  the  Court 
for  the  purpose  of  considering  any  particular  problem  referred 
to  it.  The  headquarters  of  the  Court  are  in  London,  but  it  may 
move  into  the  provinces  for  the  purpose  of  hearing  cases,  or  dele¬ 
gate  this  local  task  to  individual  members. 

The  Act  also  empowers  the  Minister  of  Labor,  in  cases  of  dis¬ 
putes  either  in  existence  or  apprehended,  to  appoint  a  court  of 
inquiry,  one  of  the  objects  of  which  is  to  place  before  the  public  an 
impartial  account  of  the  merits  of  the  case.  Such  a  court  of  in¬ 
quiry  consists  of  a  single  person  or  of  a  group  headed  by  a  chair¬ 
man,  as  the  Minister  may  decide.  An  important  provision  of  this 
part  of  the  Act  is  that  the  Court  may,  by  order,  require  any  person 
who,  in  its  judgment,  appears  to  have  knowledge  of  the  subject 
under  inquiry  to  furnish  this  information  in  writing,  or  to  appear 
before  the  Court  for  testimony  given  under  oath.  This  section 
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is  notable,  as  it  is  practically  the  only  compulsory  item  in  the 
whole  of  the  modern  English  peace-time  legislation  on  industrial 
disputes. 

Conclusion.  The  foregoing  general  survey  of  English  legisla¬ 
tion  and  practice  will  show  that  the  dominant  principle  has  been 
voluntary  conciliation.  On  the  principle  that  desperate  diseases 
require  desperate  remedies,  compulsion  was  tried  for  a  short  period 
during  the  war,  but,  even  under  such  circumstances,  it  was  not 
successful  and  was  given  up  with  the  return  of  peace.  In  Britain 
nothing  is  more  certain  than  that  compulsion  is  not  desired  and 
that  it  would  not  be  suitable. 

During  the  last  ten  years  the  machinery  of  industrial  peace  in 
England  has  assumed  the  chaotic  character  of  English  law.  The 
various  expedients  which  have  been  tried  have  left  permanent 
traces  in  the  form  of  different  types  of  machinery  all  aiming  to 
promote  voluntary  negotiation  between  employers  and  employed, 
with  voluntary  recourse,  as  a  last  resort,  to  conciliation  or  arbitra¬ 
tion  by  persons  appointed  by  the  Government.  Of  this  nature 
are  the  conciliation  devices  of  the  Act  of  1896;  the  Joint  National 
Councils  of  the  Whitley  scheme,  and  the  Industrial  Court  of  1919. 
The  latter  measure,  as  we  have  seen,  contains  provision  for  com¬ 
pulsory  investigation  in  the  interests  of  the  public,  though  not 
for  compulsory  arbitration.  The  Trade  Boards  of  1906  are  not 
essentially  a  part  of  the  machinery  of  conciliation  and  arbitration, 
though  they  indirectly  promote  industrial  peace  by  caring  for  the 
interests  of  the  weaker  classes  of  wage-earners.  Owing  to  the 
official  policy  of  leaving  the  settlement  of  disputes,  as  far  as  pos¬ 
sible,  to  industries  themselves,  there  must  continue  to  be  individ¬ 
uality  and,  therefore,  lack  of  uniformity  in  the  actual  as  distinct 
from  the  official  machinery  of  industrial  peace. 

3.  Compulsory  Arbitration  in  New  Zealand  1 

Background.  New  Zealand  has  had  an  unbroken  history  of 
compulsion  since  1894.  In  the  history  of  industrial  legislation 
her  laws  occupy  a  unique  place,  but  it  must  be  remembered  that 
her  industrial  conditions  when  compulsion  was  first  introduced 
were  also  unique.  The  first  Industrial  Conciliation  and  Arbitra- 

1  Conciliation  and  Arbitration,  chap,  iv,  pp.  122-37,  by  R.  N.  Gilchrist.  Bulletin 
of  Indian  Industries  and  Labor,  no.  23. 
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tion  Act  of  New  Zealand  was  passed  in  1894.  It  is  one  of  the  most 
notable  Acts  in  the  whole  history  of  industrial  legislation,  but  it 
can  be  properly  understood  only  by  a  study  of  its  industrial  set¬ 
ting.  For  some  years  prior  to  1894,  industrial  conditions  in  New 
Zealand  were  depressed.  From  1885  to  1890  there  was  actually 
a  net  loss  of  population  of  nearly  20,000  people.  Scarcity  of  em¬ 
ployment  had  led  to  low  wages  and  emigration.  Many  work¬ 
people,  however,  in  preference  to  emigration  accepted  lower 
wages,  and  by  the  end  of  the  eighties  there  were  numerous  com¬ 
plaints  of  sweating,  especially  with  regard  to  women  workers. 
A  commission  was  appointed  to  examine  these  complaints,  and, 
although  the  majority  declared  that  sweating  as  understood  in 
England  did  not  exist  in  New  Zealand,  three  out  of  the  nine 
commissioners  considered  that  sweating  did  exist.  This  com¬ 
mission,  among  other  recommendations,  suggested  that  steps 
should  be  taken  to  set  up  boards  of  conciliation  based  on  the  equal 
representation  of  capital  and  labor.  Considerable  impetus  was 
given  to  this  idea  by  the  maritime  strike  of  1890,  which  had  spread 
from  Australia.  The  maritime  strike,  which  ended  in  the  victory 
of  the  employers,  was  a  severe  blow  to  labor,  but  it  also  brought 
home  to  the  community  as  a  whole  the  necessity  of  some  sort  of 
legislation  for  the  regulation  of  disputes.  Abandoning  faith  in  the 
efficacy  of  the  strike  weapon,  the  Labor  Party  of  New  Zealand 
turned  its  attention  toward  legislation  as  a  means  of  securing  its 
ends. 

Minimum  wage.  The  first  “labor”  Act  was  the  Factory  Act 
of  1891.  This  Act  prescribed  a  legal  minimum  wage.  The  mini¬ 
mum  wage  applied  to  both  sexes,  and  it  stamped  out  sweating. 
This  bi-sexual  minimum  wage  also  explains  why  in  later  years 
there  has  been  very  little  reference  to  women’s  work  and  wages 
either  in  the  Arbitration  Acts  or  in  the  awards  of  the  Arbitration 
Court.  Women’s  work,  moreover,  was  on  a  special  footing  in 
New  Zealand.  The  chief  difficulty  of  New  Zealand  employers 
was  to  secure  women  workers  at  all.  There  was  no  local  supply  of 
female  labor,  and  women  were  imported  from  England  in  consid¬ 
erable  numbers  on  special  terms.  Subletting  of  outwork  was  also 
prohibited  by  law.  These  were  by  no  means  the  only  exceptional 
features  of  New  Zealand.  Her  geographical  isolation,  the  size  of 
her  population,  her  abundant  natural  resources,  the  type  of  her 
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exports  (mainly  agricultural  produce) ,  and  her  tariff  must  also  be 
kept  in  mind  when  comparing  New  Zealand  legislation  with  that 
of  other  countries. 

Early  form  of  conciliation.  The  first  New  Zealand  Industrial 
Conciliation  and  Arbitration  Act  was  introduced  by  the  Ballance 
Government  in  1891,  and  passed  in  1894  by  the  Seddon  Govern¬ 
ment.  Its  sponsor  was  Mr.  Pember  Reeves,  then  Minister  of 
Labor.  The  compulsory  provisions  of  the  Act  were  at  first 
strongly  opposed  by  employers;  they  were  twice  deleted  in  the 
Assembly,  and  a  general  election,  in  which  the  principle  of  the 
Act  was  the  chief  subject  before  the  voters,  was  necessary  before 
compulsion  could  finally  be  accepted.  The  Act,  as  Mr.  Reeves 
said,  had  three  objects:  (a)  to  prevent  strikes,  ( b )  to  strengthen 
trade  unions,  and  (c)  to  improve  the  conditions  of  labor  generally. 
Naturally,  therefore,  the  trade-unionists  supported  the  measure 
all  along,  and  although  the  Act  was  repeatedly  amended,  the 
general  principles  of  the  first  Act  have  continued  throughout. 

By  the  1894  Act,  New  Zealand  was  divided  into  eight  indus¬ 
trial  districts,  in  each  of  which  a  conciliation  board  was  set  up. 
Each  conciliation  board  consisted  of  five  members;  two  were 
nominated  by  unions,  two  by  employers,  and  they  together  elected 
an  impartial  person  as  chairman.  If  the  four  could  not  agree  on 
a  person  as  chairman,  power  was  conferred  on  the  Governor  to 
nominate.  The  members  of  a  board  held  office  for  three  years. 
The  Act  also  made  provision  for  the  creation  of  ad  hoc  boards  for 
particular  disputes.  Boards  of  experts  could  also  be  appointed. 
In  1901  provision  was  made  for  special  boards,  to  be  constituted  if 
either  party  asked  for  one.  This  clause  did  not  come  into  opera¬ 
tion  at  all  for  six  years. 

Early  form  of  arbitration.  The  main  statutory  duty  of  con¬ 
ciliation  boards  was  to  try  to  make  the  parties  come  to  an  agree¬ 
ment.  The  boards  had  power  to  summon  witnesses  and  to  com¬ 
pel  evidence.  If  a  settlement  was  arrived  at  and  accepted  by  both 
parties,  it  was  registered  as  an  industrial  agreement  binding  for  a 
fixed  period  not  exceeding  three  years.  It  might  remain  in  force 
after  the  three  years  unless  one  of  the  parties  applied  for  a  revision. 
If  the  parties  failed  to  come  to  an  agreement,  the  boards  of  con¬ 
ciliation  were  empowered  to  issue  a  particular  settlement  which 
either  party  —  employers  or  workmen  —  could  dispute  and  refer 
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to  the  Court  of  Arbitration.  The  Court  of  Arbitration  was  a 
single  court  for  the  whole  country.  Prior  to  1901  disputes  had 
first  to  proceed  to  boards  of  conciliation  before  they  could  come 
before  the  Court.  After  1901  the  disputes  were  allowed  to  go 
straight  to  arbitration.  The  Arbitration  Court  consisted  of  three 
members  appointed  by  the  Governor.  The  President  used  to 
be  a  Judge  of  the  Supreme  Court,  but  now  he  is  specially  nom¬ 
inated  as  President  of  the  Court.  The  other  two  appoint¬ 
ments  were  made  on  the  recommendation  of  the  employers  and 
workers. 

The  Act  made  provision  for  the  registration  of  unions  or  socie¬ 
ties  of  seven  or  more  workers.  These  unions  on  registration  could 
come  under  the  provisions  of  the  Act;  i.e.,  the  Act  was  operative 
only  if  the  unions  themselves  wished  to  come  under  it. 

As  in  the  case  of  most  similar  Acts,  the  original  New  Zealand 
Act  was  often  amended.  The  direction  of  the  amendments  was 
largely  determined  by  the  political  pressure  of  different  periods. 
During  the  first  ten  years  of  its  existence,  labor  opinion  favored 
the  extension  of  the  Act.  The  original  definition  of  “worker” 
was  widened  to  include  persons  engaged  in  any  kind  of  employ¬ 
ment,  and  all  kinds  of  disputes  concerning  conditions  of  employ¬ 
ment  were  brought  under  the  Act.  In  the  period  following  1906 
the  powers  of  the  Act  for  the  enforcement  of  the  Court’s  awards 
were  strengthened.  More  stringent  penalties  were  introduced  in 
1907.  Failure  to  obey  awards  was  made  punishable  by  imprison¬ 
ment  as  well  as  fine,  and  subsequently  imprisonment  was  actually 
inflicted  in  several  cases. 

In  regard  to  the  actual  working  of  the  1894  Act,  Mr.  Pember 
Reeves  proved  a  very  false  prophet.  He  reckoned  that  ninety- 
nine  out  of  every  hundred  cases  would  be  settled  by  conciliation. 
In  practice  the  conciliation  boards  were  largely  neglected;  in  fact, 
they  were  criticized  as  having  raised  more  trouble  than  the> 
settled.  Their  procedure  was  cumbrous,  tedious,  and  expensive, 
and  their  constitution  led  to  partisan  feeling.  Nearly  all  the  cases 
brought  before  them  were  taken  on  appeal  to  the  Court  of  Arbitra¬ 
tion.  The  inevitable  result  was  congestion  of  work  in  the  Court. 
Between  1894  and  1907  the  binding  agreements  and  awards  im¬ 
posed  by  the  Court  reached  the  number  of  535,  affecting  78  in¬ 
dustries.  The  delay  due  to  this  congestion  was  used  as  a  plea  for 
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strikes,  and  in  1908  the  Government  was  forced  to  amend  the 
machinery. 

The  present  system.  In  1908  the  previous  legislation  was  con¬ 
solidated  in  the  Industrial  Conciliation  and  Arbitration  Act. 
This  Act  was  amended  in  1908,  1910,  1911,  1913,  and  1920.  As 
the  law  stands  at  present,  it  provides  for  the  registration  of  any 
society  consisting  of  not  less  than  two  employers  or  seven  workers 
“lawfully  associated  for  the  purpose  of  protecting  or  furthering 
the  interests  of  employers  or  workers”  under  the  usual  registra¬ 
tion  conditions.  Every  society  so  registered  becomes  ipso  facto 
a  body  corporate,  and  members  may  be  sued  for  fines  or  dues  by 
the  secretary  or  treasurer  of  the  society  in  any  competent  court. 
The  usual  provisions  for  the  prevention  of  multiplicity  of  unions 
in  an  industry  or  a  locality,  for  cancellation  of  registration,  for 
periodic  returns,  etc.,  are  included. 

Provision  is  made  for  the  making,  varying,  renewing,  and  can¬ 
cellation  of  industrial  agreements.  These  agreements  may  be 
made  for  a  term  specified  in  the  agreement,  but  not  exceeding 
three  years.  They  are  binding  on  the  parties,  and  are  enforceable 
in  the  same  way  as  are  awards  of  the  Court.  For  the  purposes 
of  conciliation  and  arbitration  the  principal  Act  empowers  the 
Governor  to  divide  New  Zealand  into  industrial  districts.  In 
every  district  a  clerk  of  awards  must  be  appointed,  whose  duties 
are  to  receive  and  register  all  applications  for  reference  to  the 
board  or  Court,  to  convene  the  board,  to  issue  summonses  to 
witnesses,  and  generally  to  do  the  office  work  connected  with  the 
board  and  Court. 

Councils  of  Conciliation.  By  the  original  Act,  a  conciliation 
board  was  established  in  every  district  constituted  as  in  the 
earlier  act.  Special  boards  may  be  created  on  the  application 
of  either  party  to  a  dispute.  By  the  Amending  Act  of  1908  the 
conciliation  boards  were  abolished.  Councils  of  conciliation  were 
set  up  in  their  place.  The  Governor  may  appoint  conciliation 
commissioners  as  necessity  arises.  Each  commissioner  is  ap¬ 
pointed  for  three  years,  and  exercises  jurisdiction  over  such  dis¬ 
trict  or  districts  as  the  Governor  may  determine.  Any  dispute 
may  be  referred  by  any  of  the  parties  concerned,  under  prescribed 
conditions,  to  the  commissioner,  to  be  heard  by  a  council  of  con¬ 
ciliation.  One  of  the  conditions  of  application  is  that  the  parties 
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give  the  number  and  names  of  persons  (one,  two,  or  three)  whom 
they  desire  to  be  appointed  as  assessors  to  sit  with  the  commis¬ 
sioner  for  the  hearing  of  the  dispute.  Normally  these  persons 
must  be  bona  fide  engaged  as  employers  or  workers  in  the  industry 
concerned,  but  the  commissioner  may  appoint  one  outsider  as  an 
assessor.  The  outsider  must  be  recommended  by  the  party  con¬ 
cerned.  The  commissioner  and  the  assessors  constitute  a  council 
of  conciliation. 

The  powers  and  duties  of  these  councils  are  elaborately  defined 
by  the  1908  Amendment  Act.  The  chief  points  are: 

(1)  It  shall  be  the  duty  of  the  council  to  endeavor  to  bring 
about  a  settlement  of  the  dispute,  and  to  this  end  the 
council  shall,  in  such  manner  as  it  thinks  fit,  expedi¬ 
tiously  and  carefully  inquire  into  the  dispute  and  all 
matters  affecting  the  merits  and  the  right  settlement 
thereof. 

(2)  In  the  course  of  inquiry  the  council  shall  make  all  such 
suggestions  and  do  all  such  things  as  it  deems  right  and 
proper  for  inducing  the  parties  to  come  to  a  fair  and 
amicable  settlement  of  the  dispute. 

(3)  The  procedure  of  the  council  shall  in  all  respects  be  ab¬ 
solutely  in  the  discretion  of  the  council,  and  the  council 
shall  not  be  bound  to  proceed  with  the  inquiry  in  any 
formal  manner,  or  formally  to  sit  as  a  tribunal,  or  to  hear 
any  addresses  or  evidence  save  such  as  the  council  deems 
necessary  or  desirable. 

(4)  The  council  may  hear  any  evidence  that  it  thinks  fit, 
whether  such  evidence  would  be  legally  admissible  in  a 
court  of  law  or  not. 

(5)  The  inquiry  shall  be  either  public  or  private,  as  the 
council  thinks  fit. 

(6)  Meetings  of  the  council  shall  be  held  from  time  to  time 
at  such  times,  and  at  such  places,  within  the  industrial 
district  in  which  the  dispute  has  arisen  as  the  com¬ 
missioner  appoints. 

(7)  No  such  meeting  shall  be  duly  constituted  unless  the 
commissioner  is  present  thereat,  but  the  absence  of  any 
of  the  assessors  shall  not  prevent  the  exercise  by  the 
council  of  any  of  its  powers  or  functions. 
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(8)  In  all  matters  other  than  the  making  of  a  recommenda¬ 
tion  for  the  settlement  of  a  dispute  the  decision  of  a 
majority  of  the  assessors  present  at  the  meeting  of  the 
council  shall  be  deemed  to  be  the  decision  of  the  council, 
but,  if  the  assessors  present  are  equally  divided  in  opin¬ 
ion,  the  commissioner  shall  have  a  casting  vote,  and  the 
decision  of  the  council  shall  be  determined  accordingly. 

(9)  A  record  of  the  proceedings  of  every  council  of  concilia¬ 
tion  shall  be  made  and  preserved  in  manner  prescribed 
by  regulations,  or,  in  default  of  such  regulations,  in  such 
manner  as  the  commissioner  thinks  fit. 

(10)  The  Commissioner  shall  have  the  same  power  of  sum¬ 
moning  witnesses  and  of  taking  evidence  on  oath,  and  of 
requiring  the  production  of  books  and  papers,  as  if  the 
inquiry  were  the  hearing  of  a  complaint  heard  before  a 
justice  of  the  peace,  and  all  evidence  given  on  oath  be¬ 
fore  the  council  shall  for  all  purposes  be  deemed  to  have 
been  given  in  a  judicial  proceeding  before  a  court  of  com¬ 
petent  jurisdiction. 

(11)  No  person  shall  be  bound  at  any  inquiry  before  the 
council  to  give  evidence  with  regard  to  trade  secrets, 
profits,  losses,  receipts  or  outgoings  in  his  business,  or 
with  respect  to  his  financial  position,  or  to  produce  the 
books  kept  by  him  in  connection  with  his  business. 

(12)  If  any  person  desires  to  give  any  such  evidence  as  is 
mentioned  in  the  last  section,  or  to  produce  any  such 
books  as  aforesaid,  he  may,  if  the  commissioner  thinks 
fit,  do  so  in  the  presence  of  the  commissioner  alone  sit¬ 
ting  without  the  assessors;  and  in  such  case  the  commis¬ 
sioner  shall  not  disclose  to  the  assessors,  or  to  any  other 
person,  the  particulars  of  the  evidence  so  given,  or  of 
the  books  so  produced,  but  may  inform  the  assessors 
whether  or  not,  in  his  opinion,  any  claim  or  allegation 
made  by  the  applicants  of  respondents  in  the  inquiry  is 
substantiated  by  the  said  evidence  or  the  said  books. 

The  parties  may  appear  before  the  council.  An  employer  may 
depute  an  agent  to  appear  for  him,  but  “no  barrister  or  solicitor, 
whether  acting  under  a  power  of  attorney  or  otherwise,  shall  be 
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allowed  to  appear  or  be  heard  before  the  council.”  Barristers  and 
solicitors  may  appear  before  the  Court  of  Arbitration.  The  coun¬ 
cil  is  empowered  to  proceed  with  its  inquiry  notwithstanding  the 
absence  of  applicants  or  respondents.  If  the  parties  come  to  an 
agreement  during  the  inquiry,  the  terms  must  be  drawn  up  as  an 
industrial  agreement.  If  no  agreement  is  reached,  the  council 
must  try  to  make  a  temporary  arrangement  pending  the  reference 
of  the  case  to  the  Court  of  Arbitration.  The  commissioner  at  any 
time  may  take  steps  to  secure  a  voluntary  settlement.  If  no  settle¬ 
ment  is  effected,  the  council  must  so  notify  the  clerk  of  awards,  but, 
prior  to  each  notification,  the  council  may  make  a  recommenda¬ 
tion  for  settlement,  and  state  in  the  recommendation  whether 
in  their  opinion,  the  failure  was  due  to  the  unreasonableness  or 
unfairness  of  any  of  the  parties  to  the  dispute.  The  Act  of  1913, 
to  which  reference  is  made  later,  amplifies  this  provision.  The 
council  may  also  send  a  memorandum  of  partial  settlement  to  the 
clerk  of  awards.  This  official  must  forthwith  refer  the  case  to 
the  Court  of  Arbitration. 

Court  of  Arbitration.  The  Act,  with  its  amendments,  continues 
the  earlier  arbitration  machinery.  It  constitutes  a  single  Court 
of  Arbitration  for  the  whole  of  New  Zealand.  The  Court  consists 
of  three  members  appointed  by  the  Governor.  Of  these  members 
one  is  a  Judge  of  the  Court,  and  the  other  two  are  members  nom¬ 
inated  to  represent  employers  and  workers.  No  one  is  eligible  for 
appointment  as  a  Judge  of  the  Court  unless  he  is  eligible  for 
appointment  as  a  Judge  of  the  Supreme  Court  of  New  Zealand, 
and,  if  one  person  is  at  the  same  time  a  Judge  of  the  Supreme 
Court  and  a  Judge  of  the  Court  of  Arbitration,  he  must  give 
priority  to  his  duties  as  Judge  of  the  Court  of  Arbitration.  De¬ 
tailed  provision  is  made  in  the  Act  for  the  appointment  of  the 
nominated  members  by  the  recognized  industrial  unions.  If  one 
of  the  nominated  members  is  a  party  to  the  dispute,  an  acting 
nominated  member  may  be  nominated  in  his  place.  The  Act 
also  lays  down  in  detail  the  jurisdiction  of  the  Court,  its  proced¬ 
ure,  and  the  regulations  regarding  evidence.  The  Court  is  em¬ 
powered  to  compel  the  attendance  of  witnesses  and  the  production 
of  books,  documents,  and  other  papers  relevant  to  the  case  under 
consideration.  The  Judge  and  one  other  member  constitute  a 
Court.  The  decision  of  a  majority  of  the  members  present  at  the 
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Court  is  the  finding  of  the  Court,  but  the  Judge  has  the  final  word 
if  the  parties  are  equally  divided.  The  Court  may  refer  matters 
before  it  to  a  board  for  investigation  and  report.  Frivolous  cases 
may  be  dismissed  and  the  parties  compelled  to  pay  the  costs. 
The  award  of  the  Court  on  any  reference  must  be  made  within 
one  month  after  the  Court  begins  to  sit  for  the  hearing  of  the 
reference,  but  provision  is  made  for  the  extension  of  the  time  under 
special  circumstances.  Elaborate  statutory  provision  is  made 
regarding  the  terms  of  the  award  and  the  powers  of  the  Court  to 
extend  the  award  or  to  add  parties  to  it.  The  Court  is  also  em¬ 
powered  to  prescribe  the  minimum  rate  of  wages. 

Every  inspector  appointed  under  the  Factories  Act  of  1908  is 
an  inspector  of  awards  under  the  Act.  It  is  his  duty  to  see  that 
the  provisions  of  any  industrial  agreement,  award,  or  order  of  the 
Court  are  properly  observed.  Inspectors  of  mines  are  similarly 
empowered.  Special  powers  are  conferred  on  these  officials  to 
compel  employers  or  workers  to  produce  wages  books  and  over¬ 
time  books,  but  they  are  forbidden  to  disclose  any  information 
which  they  acquire  in  the  performance  of  their  duties,  under  a 
penalty  not  exceeding  £50. 

Penalty  features.  The  Act  also  contains  elaborate  provision 
for  the  enforcement  of  awards,  orders  of  the  Court  and  industrial 
agreements.  In  the  principal  Act  of  1908  any  industrial  union  or 
industrial  association  or  employer  or  any  worker,  whether  a  mem¬ 
ber  of  any  such  union  or  association  or  not,  who  strikes  or  creates 
a  lockout  or  takes  part  in  a  movement  intended  to  produce  a 
strike  or  lockout,  is  declared  guilty  of  an  offense  and  made  liable 
to  a  fine.  The  fine  shall  not  exceed  £100  in  the  case  of  a  union, 
association,  or  employer,  or  £10  in  the  case  of  a  worker.  The 
strike  and  lockout  provisions  were  considerably  amplified  by  the 
Amendment  Act  of  1908. 

The  definition  of  strike  in  the  Amendment  Act  is  notable  as 
one  of  the  most  complete  definitions  in  the  whole  course  of  Aus¬ 
tralasian  legislation: 

In  this  Act  the  term  “strike”  means  the  act  of  any  number 
of  workers  who  are  or  have  been  in  the  employment,  whether 
of  the  same  employer  or  of  different  employers,  in  discon¬ 
tinuing  that  employment,  whether  wholly  or  partially,  or  in 
breaking  their  contracts  of  service,  or  in  refusing  or  failing 
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after  such  discontinuance  to  resume  or  return  to  their  em¬ 
ployment,  the  said  discontinuance,  breach,  refusal,  or  failure 
being  due  to  any  combination,  agreement,  or  common  under¬ 
standing,  whether  express  or  implied,  made  or  entered  into  by 
the  said  workers  — 

(a)  with  intent  to  compel  or  induce  any  such  employer  to 
agree  to  terms  of  employment  or  comply  with  any  de¬ 
mands  made  by  the  said  or  any  other  workers;  or 

(b)  with  intent  to  cause  loss  or  inconvenience  to  any  such 
employer  in  the  conduct  of  his  business;  or 

( c )  with  intent  to  incite,  aid,  abet,  instigate,  or  procure  any 
other  strike;  or 

(1 d )  With  intent  to  assist  workers  in  the  employment  of  any 
other  employer  to  compel  or  induce  that  employer  to 
agree  to  terms  of  employment  or  comply  with  any  de¬ 
mand  made  upon  him  by  any  workers. 

The  term  “lockout”  is  also  fully  defined.  It  means: 

The  act  of  an  employer  in  closing  his  place  of  business  or 
suspending  or  discontinuing  business  or  any  branch  thereof  — 

(a)  with  intent  to  compel  or  induce  any  workers  to  agree  to 
terms  of  employment  or  comply  with  any  demands 
made  upon  them  by  the  said  or  any  other  employer;  or 

( b )  with  intent  to  cause  loss  or  inconvenience  to  the  work¬ 
ers  employed  by  him  or  of  any  one  of  them;  or 

( c )  with  intent  to  incite,  aid,  abet,  instigate,  or  procure  any 
other  lockout;  or 

( d )  with  intent  to  assist  any  other  employer  to  compel  or 
induce  any  workers  to  agree  to  terms  of  employment  or 
comply  with  any  demands  made  by  him. 

The  1908  Amendment  Act  continues  the  penalties  prescribed  in 
the  principal  Act  for  strikes  and  lockouts,  but  the  fine  in  the  case 
of  lockouts  is  raised  to  £500.  No  worker  or  employer  is  liable  to 
more  than  one  penalty  in  regard  to  the  same  strike  or  lockout 
An  additional  penalty,  not  exceeding  £10  for  workers  and  not 
exceeding  £200  for  employers,  is  prescribed  for  persons  who  incite, 
instigate,  aid,  or  abet  unlawful  strikes  or  lockouts.  Every  person 
who  makes  a  gift  of  money  for  the  benefit  of  a  person  who  is  a 
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party  to  a  strike  or  lockout  is  declared  to  be  guilty  of  aiding  of 
abetting  the  strike. 

When  a  strike  or  lockout  takes  place  and  a  majority  of  the  mem¬ 
bers  of  any  industrial  union  or  industrial  association  are  parties  to 
it,  the  union  or  association  is  to  be  deemed  as  having  instigated  the 
strike  or  lockout.  An  unlawful  strike  or  an  unlawful  lockout 
means  a  strike  or  lockout  of  any  workers  or  employer  who  are 
bound  at  the  commencement  of  the  strike  or  lockout  by  an  award 
or  industrial  agreement  affecting  the  industry  concerned. 

The  same  Amendment  Act  lays  down  special  penalties  for 
strikes  and  lockouts  in  certain  specified  industries.  These  in¬ 
dustries  are: 

(a)  the  manufacture  or  supply  of  coal  gas; 

( b )  production  or  supply  of  electricity  for  light  or  power; 

(c)  the  supply  of  water  to  the  inhabitants  of  any  borough  or 
other  place; 

( d )  the  supply  of  milk  for  domestic  consumption; 

(e)  the  slaughtering  or  supplying  of  meat  for  domestic  con¬ 
sumption; 

(J)  the  sale  or  supply  of  coal  whether  for  domestic  or  indus¬ 
trial  purposes;  and 

(g)  the  working  of  any  ferry,  tramway,  or  railway  used  as  a 
public  carriage  for  goods  or  passengers. 

If  any  person  employed  in  any  of  these  industries  strikes  with¬ 
out  having  given  to  his  employer,  within  one  month  before  so 
striking,  not  less  than  fourteen  days’  notice  in  writing  of  his  in¬ 
tention  to  strike,  the  striker  may  on  summary  conviction  be  fined 
up  to  £25.  A  penalty  not  exceeding  £500  is  prescribed  for  lock¬ 
outs  under  similar  circumstances.  Incitement,  instigation,  etc., 
are  also  made  liable  to  heavy  penalties.  Provision  is  also  made 
for  the  suspension  of  registration  of  industrial  unions  or  associa¬ 
tions  convicted  of  offenses  under  the  strike  and  lockout  provisions 
of  the  Act. 

Every  industrial  union  and  association  and  every  employer  who 
commits  a  breach  of  an  award  or  industrial  agreement  is  made 
liable  to  a  penalty  not  exceeding  £100  in  respect  of  every  such 
breach.  Every  worker  is  liable  to  a  penalty  not  exceeding  £5  for 
the  same  offense.  These  penalties  are  recoverable  by  action  in  a 
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magistrate’s  court,  with  the  right  to  appeal,  in  certain  cases,  to  the 
Court  of  Arbitration,  the  decision  of  which  is  final. 

The  1908  principal  Act  makes  provision  for  the  appointment  of 
experts  as  assessors  to  boards  or  to  the  Court. 

The  1908  principal  Act  makes  special  provision  for  the  Govern¬ 
ment  railways.  The  Amalgamated  Society  of  Railway  Servants 
of  New  Zealand  is  specifically  named  in  the  Act  as  registered  under 
the  Act.  This  society  is  enabled  to  enter  into  an  industrial  agree¬ 
ment  with  the  Minister.  In  cases  of  disputes  between  the  parties 
the  matter  may  be  referred  to  the  Court  of  Arbitration,  before 
which  the  Minister  may  be  represented  by  any  officer  of  the  de¬ 
partment  whom  he  appoints  to  act  on  his  behalf.  The  Court  is 
exempted  from  interfering  with  the  Amalgamated  Society  except 
for  purposes  as  defined  in  the  Act.  The  Act  does  not  apply  to  the 
Crown  or  any  other  department  of  the  Government  of  New  Zea¬ 
land  except  the  railways. 

The  Amendment  Acts  of  1910, 1911, 1913,  and  1920  do  not  in¬ 
troduce  any  fundamental  new  features.  They  deal  mainly  with  the 
procedure  and  the  extension  of  awards  to  parties  other  than  those 
directly  connected  with  the  dispute  or  to  the  Dominion  as  a  whole. 

Results  in  New  Zealand.  The  working  of  the  New  Zealand 
Acts  is  illustrated  by  the  following  statistical  tables,  taken  from 
the  reports  of  the  New  Zealand  Department  of  Labor.  The 
tables  cover  two  periods —  1905-09  and  1910-14: 


Year 


Recommendations 
in  Conciliation 


Awards  in 
Arbitration 


1905. 

10 

26 

1906. 

7 

53 

1907. 

12 

59 

1908. 

IS 

98 

1909. 

9 

88 

Total . 

(14 

53 

per  cent) 

(86 

323 

per  ( 

1910. 

102 

89 

1911 . 

87 

74 

1912. 

119 

80 

I9!3- 

118 

94 

1914. 

166 

93 

Total . 

(56 

592 

per  cent) 

(42 

43° 
per ' 
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Strikes  and  lockouts  during  the  same  periods  were  as  follows: 

1005 . 

1906  . 

1907  . 

1908  . 

1909  . 

Total 


1910 . 

1Vio . 

1914 . 

Total . 

The  most  recent  figures  show  that  out  of  a  total  of  184  disputes 
dealt  with  by  the  commissioners  and  conciliation  councils  during 
1920,  171,  or  ninety-three  per  cent,  were  settled  or  substantially 
settled  by  them  without  recourse  to  the  Arbitration  Court.  Dur¬ 
ing  the  same  year  fifty-one  industrial  agreements,  including  thirty- 
five  made  between  parties  without  having  had  recourse  to  a 
conciliation  commissioner  or  council  were  made,  compared  with 
thirty-one  in  1918-19.  In  1918-19  and  1919-20,  137  and  168 
recommendations  of  councils  of  conciliation,  respectively,  were 
made,  and  130  and  13 1  awards  of  the  Arbitration  Court.  During 
1919-20,  777  prosecutions  were  instituted  by  the  Department,  of 
which  two  were  against  workers  for  breaches  of  awards  and  119 
were  against  employers  for  breaches  of  awards,  agreements,  and 
various  other  provisions  of  the  Act.  Proceedings  were  taken  in 
nineteen  strikes,  nine  against  unions  and  ten  against  workers, 
numbering  about  650.  Fines  varying  from  £1  to  £10  each  were 
imposed  in  the  case  of  workers  and  from  £10  to  £20  on  unions. 

The  foregoing  Acts  on  the  whole  have  secured  the  support  of 
both  employers  and  labor  in  New  Zealand,  although  on  general 
principles  employers  have  consistently  complained  of  the  inter¬ 
ference  of  a  court  with  their  private  affairs,  and  in  each  individual 
case  they  have  objected  either  privately  or  publicly  to  compulsory 
appearance  before  the  boards  or  the  Court,  and  to  the  subsequent 
rearrangements  in  their  businesses  which  have  been  forced  upon 
them.  On  the  other  hand,  the  New  Zealand  system  has  not 
thwarted  the  growth  of  industry.  New  enterprises  have  been 


Nil 

1 

12 

12 

_ 4 

29 
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started  and  old  enterprises  expanded.  Profits  have  not  fallen 
below  a  reasonable  level,  and,  in  spite  of  their  complaints,  em¬ 
ployers  now  generally  recognize  that  even  the  inconveniences  of 
compulsion  are  preferable  to  the  dislocations  of  industrial  strife. 
It  is  to  be  remembered,  of  course,  that  New  Zealand  is  a  new 
country,  and  that,  since  the  introduction  of  the  first  compulsory 
measure,  times  on  the  whole  have  been  good  for  both  capital  and 
labor. 

Early  attitude  of  labor  favorable.  That  industrial  conditions 
have  been  favorable  is  also  borne  out  by  the  fact  that  during  the 
last  thirty  years  wages  in  New  Zealand  have  steadily  been  rising. 
It  is  true  also  that  prices  have  risen  during  the  same  period,  and 
that  labor  has  not  enjoyed  a  net  increase.  The  majority  of  the 
decisions  of  the  boards  and  courts  have  been  favorable  to  the 
workers,  although  in  several  cases  “no  change”  has  been  decreed; 
in  a  small  number  of  cases  there  has  been  an  actual  reduction  in 
wages.  In  other  respects  the  laws  have  fulfilled  the  three  original 
objects  of  Mr.  Reeves,  although,  with  regard  to  the  first  (the  pre¬ 
vention  of  strikes),  it  is  by  no  means  certain  that  the  compulsory 
legislation  has  been  the  only  or  even  the  main  cause.  In  the  first 
ten  years  of  the  existence  of  the  1894  Act,  wages  were  steadily 
rising  owing  to  flourishing  economic  conditions.  There  were  no 
strikes  because  the  causes  of  strikes  were  absent.  The  Legis¬ 
lation  has  certainly  achieved  Mr.  Reeves’s  second  object  (to 
strengthen  trade  unions).  Preference  to  unionists  is  now  con¬ 
sistently  granted  by  the  Court.  Mr.  Reeves’s  third  object  (to  im¬ 
prove  the  conditions  of  labor  generally)  has  also  been  achieved. 
Labor  conditions  have  certainly  improved,  and  at  least  one  of  the 
causes  of  such  improvement  has  been  the  way  in  which  the  Arbi¬ 
tration  Court  has  determined  the  fair  wage.  Sweating  has  also 
been  abolished.  In  the  earlier  years  of  the  Act,  too,  labor  as  well 
as  capital  benefited  by  the  absence  of  strikes. 

Recent  change  in  labor’s  attitude.  As  the  records  of  strikes 
from  1910  to  1914  shows,  the  Act  has  not  been  so  popular  with 
labor  in  its  later  years.  Even  before  the  passing  of  the  1908  Act, 
there  had  been  several  strikes,  but  this  tendency  was  mitigated 
when  the  new  Act  was  passed.  From  1912  onward  strikes  became 
more  frequent.  In  spite  of  the  apparent  fullness  of  the  previous 
legislation,  there  was  still  a  loophole  which  permitted  unions  to 
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remain  outside  the  scope  of  compulsion.  The  Acts  of  1894  and 
1908  had  enabled  practically  all  workers  to  invoke  their  help  in 
the  settlement  of  disputes;  but  trade  unions  which  were  dis¬ 
satisfied  with  the  existing  conditions  could  escape  from  the  pro¬ 
visions  of  the  Act  if  they  cared  by  omitting  to  register,  or  by 
canceling  their  registration  under  the  Act.  The  New  Zealand 
system  in  this  respect  was  only  nominally  compulsory.  In  actual 
practice  workers  were  never  compelled  under  the  Industrial 
Conciliation  and  Arbitration  Acts.  But  it  was  only  after  the 
strikes  occurring  in  the  period  1910  to  1913  that  the  Government 
deemed  it  necessary  to  provide  for  the  investigation  of  disputes  in 
which  unions  which  had  withdrawn  from  or  which  had  chosen  not 
to  come  under  the  existing  Act  were  concerned.  The  Labor  Dis¬ 
putes  Investigation  Act  of  1913  was  the  result. 

Disputes  Investigation  Act,  1913.  The  Act  of  1913  is  an  appli¬ 
cation  of  the  Canadian  theory  to  New  Zealand  conditions.  Origi¬ 
nally  the  New  Zealand  Government  meant  to  include  the  1913  Act 
as  part  six  of  a  consolidated  Industrial  Conciliation  and  Arbitra¬ 
tion  Act.  Owing  to  pressure  of  business,  however,  the  main 
measure  was  held  over,  and  the  section  was  passed  as  a  separate 
Act.  The  Act  provided  that  a  society  or  union  of  workers  must 
give  notice  of  a  dispute  to  the  Minister  of  Labor.  On  receipt  of 
this  notice  the  Minister  must  (a)  refer  the  matter  to  a  conciliation 
commissioner  appointed  under  the  1908  (Amendment)  Act,  or  (b) 
refer  it  for  investigation  to  a  labor  dispute  committee.  This 
labor  dispute  committee  must  consist  of  not  less  than  three  and 
not  more  than  seven  members,  as  determined  by  the  Minister. 
The  members  of  the  committee,  other  than  the  chairman,  are 
appointed  by  the  parties  to  the  dispute  in  equal  numbers.  These 
members  must  elect  their  chairman,  but,  in  case  of  failure  to  elect, 
the  Minister  may  nominate. 

Upon  the  appointment  of  the  committee  the  chairman  must  fix 
a  time  and  place  for  the  investigation,  advertising  notice  of  it  in 
the  newspapers  circulating  in  the  district,  or  in  any  other  suitable 
way.  The  committee  must  investigate  the  dispute,  try  to  settle 
it,  and,  as  soon  as  practicable,  send  a  report  to  the  Minister.  If  a 
settlement  is  not  effected,  the  committee  must  include  in  its  report 
such  recommendations  for  settlement  as  it  thinks  fit.  If  the 
members  of  the  committee  are  equally  divided  in  opinion,  the 
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committee  may  submit  to  the  Minister  not  more  than  two  pro¬ 
posals  for  the  settlement  of  the  dispute.  On  the  receipt  of  the 
report,  the  Minister  must  publish  the  recommendations  or  pro¬ 
posals  in  the  newspapers  circulating  in  the  district  affected,  or  in 
any  other  way  he  thinks  fit. 

If  a  settlement  is  not  arrived  at  within  fourteen  days  after  the 
delivery  of  the  notice  to  the  Minister,  the  Registrar  is  enjoined  to 
conduct  a  secret  ballot  of  the  workers  implicated  in  the  dispute  to 
ascertain  ( a )  whether  a  strike  shall  take  place  where  recommenda¬ 
tions  for  the  settlement  of  the  dispute  have  not  been  made  by 
a  labor  dispute  committee,  and  ( b )  whether  the  recommendations 
(where  such  recommendations  have  been  made)  should  be  ac¬ 
cepted.  Detailed  statutory  regulations  for  the  conduct  of  the 
ballot  are  laid  down.  The  Act  also  makes  provisions  for  the 
making  of  voluntary  agreements. 

If  the  members  or  any  of  the  members  of  a  union  or  “society” 
of  workers,  to  which  the  provisions  of  the  Act  apply,  take  or  takes 
part  in  a  strike,  whether  arising  out  of  a  dispute  with  their  em¬ 
ployers  relating  to  the  conditions  of  their  employment  or  not,  (a) 
without  notice  having  been  given  and  before  the  expiration  of 
seven  days  after  the  publication  of  the  result  of  the  secret  ballot, 
or  ( b )  at  any  time  before  the  expiration  of  the  currency  of  a  vol¬ 
untary  agreement,  every  member  is  deemed  to  be  party  to  an  un¬ 
lawful  strike  and  is  liable  to  a  penalty  not  exceeding  £10. 

At  any  time  during  the  continuance  of  a  strike  which  is  not  an 
unlawful  strike,  on  the  requisition  of  not  less  than  five  per  cent  of 
the  workers  concerned  who  are  members  of  a  union  or  unions  of 
workers,  the  Registrar  may  conduct  a  secret  ballot  to  ascertain 
the  opinion  of  all  the  workers  on  the  continuance  of  the  strike. 

The  same  provisions,  mutatis  mutandis,  apply  to  employers  and 
to  lockouts.  Penalties  are  also  laid  down  for  aiding  or  abetting 
unlawful  strikes  or  lockouts. 

The  chief  differences  between  the  New  Zealand  and  the  Cana¬ 
dian  Acts  are  as  follows: 

(1)  The  New  Zealand  Act  applies  to  all  trades,  the  Canadian 
only  to  public  utilities. 

(2)  The  New  Zealand  Act  provides  for  more  elasticity  in  the 
constitution  of  tribunals  for  the  investigation  of  disputes.  ' 
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Canada  provides  for  only  one  class  of  board,  comprising 
one  representative  of  each  side  with  an  independent 
chairman. 

(3)  The  New  Zealand  Act  fixes  a  limit  of  fourteen  days  for  the 
investigation  of  disputes.  The  Canadian  Act  fixes  no 
time  limit. 

(4)  The  New  Zealand  Act  provides  for  a  secret  ballot  after 
the  investigation  of  the  dispute  has  taken  place  and  be¬ 
fore  a  strike  may  take  place.  There  is  no  such  provision 
in  the  Canadian  Act. 

The  1913  Act  came  into  force  on  the  1st  April,  1914,  but  no 
dispute  arising  under  its  provisions  has  yet  been  reported. 

Verdict  on  the  system.  In  his  recent  book,  Modern  Democra¬ 
cies ,  Lord  Bryce  sums  up  the  present  opinion  of  New  Zealand 
as  a  whole  regarding  the  compulsory  system  in  these  words: 

This  opinion  seemed  to  me  to  be  in  favor  of  maintaining 
the  Acts.  It  is  not  so  proud  of  them  as  in  the  first  few  years 
of  their  working.  It  admits  that  they  have  not  solved  the  in¬ 
dustrial  problem  as  a  whole,  that  they  are  used  by  the  labor 
leaders  to  gain  something  by  way  of  compromise,  and  soon 
after  to  reopen  the  dispute,  and  that  a  still  longer  experience 
than  twenty-five  years  have  supplied  is  needed  to  test  them, 
but  it  conceives  that,  by  invoking  a  trusted  authority,  they 
have  enabled  the  public  to  hold  the  balance  fairly  between 
the  parties,  and  have  brought  its  judgment  to  bear  on  each 
dispute.  Thus  the  Acts  have  made  for  peace,  one  of  the  high¬ 
est  interests  both  employers  and  employed  can  have.  Things 
would  be  worse  without  them,  because  no  means  at  all  of 
settlement  would  be  left,  and  the  disposition  to  uphold  them 
is  all  the  stronger  because  they  are  denounced  by  the  revolu¬ 
tionary  Communist  Party.  I  saw  no  likelihood  of  their  be¬ 
ing  repealed  in  the  near  future. 

His  own  summary  of  the  results  of  the  New  Zealand  system 
may  also  be  quoted: 

It  has  had  little  success  in  the  line  of  mere  conciliation,  and 
has  perhaps  done  something  to  discredit  that  method  of  set- 
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tling  disputes,  which,  to  be  sure,  was  effecting  but  little  in 
New  Zealand  when  compulsion  was  introduced. 

It  began  by  strengthening  the  labor  unions,  but  has  latterly 
tended  to  create  a  division  between  them,  some,  under  the 
influence  of  extremists,  repudiating  any  pacific  methods  of 
settling  industrial  disputes. 

It  has  raised  wages,  yet  perhaps  no  more  than  they  would 
have  risen,  ultimately,  if  not  so  quickly,  by  the  action  of  eco¬ 
nomic  causes. 

It  has  not,  to  any  appreciable  extent,  injured  business  or 
retarded  the  progress  of  the  country. 

If  it  has  not  extinguished  strikes,  it  has  reduced  their  fre¬ 
quency  and  their  severity. 

It  has  been  a  mitigation,  not  a  panacea.  But,  I  must 
again  repeat,  the  results  have  been  attained  during  a  period 
which  has  been,  as  a  whole,  a  period  of  prosperity  and  expan¬ 
sion.  The  real  test  will  come  with  hard  times.  Two  dangers 
must  not  be  ignored.  One  is  the  growth  of  a  party  among 
the  workers  which  avows  its  wish  to  have  done  with  peaceful 
methods.  The  other  is  the  possibility  that  a  government 
might  some  day,  yielding  to  the  pressure  of  the  labor  vote, 
appoint  judges  virtually  pledged  to  decide  according  to  its 
wishes.  In  the  present  healthy  conditions  of  public  opinion 
such  a  danger  seems  remote. 

4.  The  Canadian  Industrial  Disputes  Investigation  Act  1 
Background.  The  Canadian  Industrial  Disputes  Investiga¬ 
tion  Act  of  1907  does  not  embody  the  whole  of  Canadian  law  for 
dealing  with  labor  disputes,  but  was  enacted  as  a  supplement  to 
two  other  laws  both  of  which  are  still  in  force.  The  Conciliation 
Act  of  1900  followed  in  a  general  way  certain  usages  long  in  opera¬ 
tion,  first  as  custom,  and  later  as  law,  in  the  coal-mining  districts 
of  England.  That  Act  created  a  Department  of  Labor  and  pro¬ 
vided  machinery  for  mediation  or  arbitration,  but  its  use  was  left 
to  voluntary  action  of  the  parties  to  a  dispute.  The  Railway 
Disputes  Act  of  1903  gave  to  the  Minister  of  Labor  a  limited 
power  of  compulsion  with  respect  to  the  establishment  of  concili- 

From  The  Canadian  Industrial  Disputes  Investigation  Act,  National  Industrial 
Conference  Board  Research  Report  no.  5. 
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ation  boards  in  labor  disputes  between  railroad  companies  and 
their  employees.  Where  such  a  dispute  arose,  a  board  of  con¬ 
ciliation  could  be  appointed  by  the  Minister  of  Labor  on  the 
request  of  either  of  the  parties,  without  consent  of  the  other. 
In  1906  these  two  Acts  were  consolidated,  forming  the  Concili¬ 
ation  and  Labor  Act  of  1906,  in  which  form  they  are  still 
operative. 

In  1906  a  bitter  and  prolonged  strike  closed  the  coal  mines  of 
Lethbridge,  Alberta.  The  Deputy  Minister  of  Labor,  the  Hon¬ 
orable  W.  L.  Mackenzie  King,  succeeded  in  bringing  about  a 
settlement,  but  not  until  much  public  hardship  had  developed. 
The  failure  of  the  existing  Conciliation  Act  to  prevent  this  strike 
revealed  the  need  of  further  legislation,  and  the  Industrial  Dis¬ 
putes  Investigation  Act  of  1907  was  a  direct  result  of  the  senti¬ 
ment  thus  aroused. 

This  Act  was  amended  in  1910,  and  again  in  1918,  but  since  the 
latter  date  no  alteration  or  addition  has  been  made,  although 
some  changes  are  contemplated  at  the  approaching  session  of 
Parliament. 

Procedure  under  the  Act.  While  the  Canadian  Industrial  Dis¬ 
putes  Investigation  Act  of  1907  applies  specifically  only  to  trans¬ 
portation  companies,  other  public  utilities  and  mines,  it  may  also 
be  invoked  for  settlement  of  disputes  in  other  industries  on  appli¬ 
cation  of  both  parties  to  a  dispute;  that  is,  by  mutual  agreement. 
During  the  war,  industries  supplying  war  materials  were  brought 
under  the  action  of  the  provisions  previously  applying  only  to 
transportation  companies,  other  public  utilities  and  mines.  The 
principal  provisions  of  the  Act  are  as  follows: 

On  application  in  due  form  by  either  party  to  a  dispute  in  an 
industry  covered  by  the  provisions  of  the  Act,  the  Minister  of 
Labor  is  required  to  appoint  a  board  of  reference  consisting  of  one 
nominee  of  each  party  and  a  chairman  selected  by  the  two.  The 
Minister  of  Labor  has  exercised  a  certain  freedom  of  judgment 
as  to  whether  or  not  the  application  falls  under  and  meets  the 
requirements  of  the  law,  and  his  right  to  do  so  is  expressly  af¬ 
firmed  in  the  Amendment  of  1918.  No  person  having  a  direct 
pecuniary  interest  in  the  dispute  may  be  appointed.  To  prevent 
a  deadlock,  in  case  all  other  provisions  of  the  Act  governing  appli¬ 
cations  for  a  board  have  been  complied  with,  but  where  either  or 
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both  of  the  parties  fail  to  agree  on  nominations,  the  Minister  of 
Labor  may  both  select  and  appoint  a  board. 

An  application  for  a  board  must  be  made  in  writing  by  a  party 
to  the  dispute,  and  must  be  accompanied  by  a  statement  setting 
forth  the  parties  to  the  dispute,  its  nature  and  cause,  an  estimate 
of  the  number  of  persons  affected,  an  account  of  the  efforts  that 
have  been  made  by  the  parties  to  adjust  it,  and  by  a  statutory 
declaration  that 

failing  an  adjustment  of  the  dispute  or  reference  thereof  by 
the  Minister  to  a  board,  to  the  best  of  the  knowledge  and  be¬ 
lief  of  the  declarant,  a  lockout  or  strike  will  be  declared,  and 
(except  where  the  application  is  made  by  an  employer  in  con¬ 
sequence  of  an  intended  change  in  wages  or  hours  proposed 
by  said  employer)  that  the  necessary  authority  to  declare 
such  lockout  or  strike  has  been  obtained;  or  where  a  dispute 
directly  affects  employees  in  more  than  one  province  and  such 
employees  are  members  of  a  trade  union  having  a  general 
committee  authorized  to  carry  on  negotiations  in  disputes 
between  employers  and  employees  and  so  recognized  by  the 
employer,  a  statutory  declaration  by  the  chairman  or  presi¬ 
dent  and  by  the  secretary  of  such  committee  setting  forth 
that,  failing  an  adjustment  of  the  dispute  or  the  reference 
thereof  by  the  Minister  to  a  board,  to  the  best  of  the  know¬ 
ledge  and  belief  of  the  declarants,  a  strike  will  be  declared, 
that  the  dispute  has  been  the  subject  of  negotiations  between 
the  committee  and  the  employer,  that  all  efforts  to  obtain  a 
satisfactory  settlement  have  failed,  and  that  there  is  no  rea¬ 
sonable  hope  of  securing  a  settlement  by  further  negotiations. 

The  Act  expressly  provides  that  applications  for  boards  of 
reference  may  be  made  by  trade  unions,  and  specifies  the  manner 
in  which  such  applications  shall  be  legally  presented. 

The  Act  requires  that 

Employers  and  employees  shall  give  at  least  thirty  days’ 
notice  of  an  intended  change  affecting  conditions  of  employ¬ 
ment  with  respect  to  wages  or  hours,  and  in  every  case  where 
a  dispute  has  been  referred  to  a  board,  until  the  dispute  has 
been  finally  dealt  with  by  the  board,  neither  of  the  parties 


484  AGENCIES  OF  INDUSTRIAL  PEACE 

nor  the  employees  affected  shall  alter  the  conditions  of  em¬ 
ployment  with  respect  to  wages  and  hours. 

In  this  connection  it  is  also  provided  that 

If  in  the  opinion  of  the  board  either  party  used  this  or  any 
other  provision  of  this  Act  for  the  purpose  of  unjustly  main¬ 
taining  given  conditions  of  affairs  through  delay  .  .  .  such 
party  shall  be  .  .  .  liable  to  the  same  penalties  as  are  imposed 
for  a  violation  of  the  preceding  section. 

By  the  Amendment  of  1918  it  was  provided  that 

Where  in  any  industry  a  strike  or  lockout  has  occurred,  and 
in  the  public  interest  or  for  any  other  reason  it  seems  to  the 
Minister  expedient,  the  Minister,  on  the  application  of  any 
municipality  interested,  or  of  the  mayor,  reeve,  or  other  head 
officer,  or  acting  head  officer  thereof,  or  of  his  own  motion, 
may,  without  application  of  either  of  the  parties  to  the  dis¬ 
pute,  strike,  or  lockout,  whether  it  involves  one  or  more  em¬ 
ployers  or  employees  in  the  employ  of  one  or  more  employers, 
constitute  a  board  of  conciliation  and  investigation  under 
this  Act  in  respect  of  any  dispute  or  strike  or  lockout,  or  may, 
in  any  such  case,  if  it  seems  to  him  expedient,  either  with  or 
without  an  application  from  any  interested  party,  recom¬ 
mend  to  the  Governor  in  Council  the  appointment  of  some 
person  or  persons  as  commissioner  or  commissioners  under 
the  provisions  of  the  Inquiries  Act  to  inquire  into  the  dispute, 
strike,  or  lockout,  or  into  any  matters  or  circumstances  con¬ 
nected  therewith. 

The  Minister,  where  he  deems  it  expedient,  may,  either 
upon  or  without  any  application  in  that  behalf,  make  or 
cause  to  be  made  any  inquiries  he  thinks  fit  regarding  indus¬ 
trial  matters,  and  may  cause  such  steps  to  be  taken  by  his 
department  and  the  officers  thereof  as  seem  calculated  to 
secure  industrial  peace  and  to  promote  conditions  favorable 
to  settlement  of  disputes. 

The  board  of  reference  fully  investigates  the  dispute,  and  no 
strike  or  lockout  may  legally  occur  before  or  during  such  investi¬ 
gation.  Boards  are  given  power  to  summon  witnesses,  admin¬ 
ister  oaths,  and  to  compel  witnesses  to  testify  and  produce  books 
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and  other  evidence  in  the  same  manner  as  courts  of  record  in  civil 
cases. 

If  settlement  of  a  dispute  is  reached  by  the  parties  during  the 
course  of  its  reference  to  a  board,  a  brief  memorandum  drawn  up 
by  the  board  and  signed  by  the  parties  is  filed  with  the  Minister 
of  Labor.  If  settlement  is  not  arrived  at  during  the  reference, 
the  board  is  required  to  make  a  full  written  report  to  the  Minister 
of  Labor,  setting  forth  the  details  of  its  investigation  and  its 
recommendation  for  settlement  of  the  dispute.  The  report  is 
filed  in  the  office  of  the  Registrar  and  copies  are  sent  free  of  charge 
to  the  parties  and  to  any  newspapers  in  Canada  which  apply  for 
them.  The  minister  may  also  distribute  copies  in  such  manner 
as  he  considers  desirable,  as  a  means  of  securing  compliance  with 
the  board’s  recommendation.  In  addition  to  this,  for  the  infor¬ 
mation  of  Parliament  and  the  public,  a  copy  of  the  report  must  be 
published  without  delay  in  the  Labor  Gazette,1  and  be  included  in 
the  annual  report  of  the  Department  of  Labor  to  the  Governor 
General. 

If  a  question  shall  arise  concerning  the  interpretation  of  a 
recommendation  or  agreement  drawn  up  by  the  board,  the  Min¬ 
ister  of  Labor  may  cause  the  chairman  of  the  board  to  reconvene 
the  board  and  make  a  report  on  the  question. 

Not  compulsory  arbitration.  It  cannot  be  too  strongly  empha¬ 
sized  that  the  Act  of  1907  is  not  a  compulsory  arbitration  law. 
While  the  Act  undertook  to  carry  the  element  of  compulsion  a 
step  farther  than  the  Conciliation  and  Labor  Act  of  1906,  it  did 
not  alter  the  principle  of  voluntary  adjustment  on  which  that  law 
was  founded. 

A  Canadian  official,  who  was  engaged  in  the  settlement  of  the 
Alberta  strikes  out  of  which  the  demand  for  the  law  arose,  and 
who  was  one  of  its  authors,  said: 

In  the  dispute  in  Alberta  referred  to  in  the  report  [i.e.,  the 
one  leading  to  the  adoption  of  the  Act],  we  spent  nearly  a 
week  trying  to  get  the  parties  together.  We  spent  nearly 
another  week  finding  out  from  each  what  they  were  prepared 
to  do.  Meanwhile,  settlers  and  others  were  freezing  in  their 

1  An  amendment  to  the  Act  declares  that  this  requirement  is  met  if  the  Labor 
Gazette  publishes  a  summary  of  the  report. 
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homes.  We  had  no  powers  other  than  that  of  a  voluntary 
conciliator  to  fall  back  upon.  Had  we  had  legislation  provid¬ 
ing  powers  of  compulsory  investigation,  we  could  have  effected 
in  two  days  what  took  nearly  two  weeks.  It  was  this  experi¬ 
ence,  and  similar  experiences  in  other  strikes  which  made  us 
seek  to  get  from  Parliament  powers  of  compulsory  investiga¬ 
tion,  which  meant,  to  labor,  power  at  the  expense  of  the 
State,  and  with  the  machinery  of  the  State  back  of  it,  to 
choose  its  own  investigator,  to  summon  witnesses,  to  compel 
the  production  of  documents,  to  take  evidence  under  oath, 
and  to  give  to  the  public  the  fullest  possible  kind  of  a  view  of 
its  case,  including  any  injustices  under  which  it  might  be  suf¬ 
fering.  This  is  the  really  important  compulsory  investigation 
feature  of  the  Act,  not  the  penalties  which  we  laid  to  strikes 
and  lockouts. 

In  pursuit  of  this  aim,  and  to  avoid  difficulties  involved  in  com¬ 
pulsory  arbitration,  the  machinery  was  changed  to  consist  of 
boards  of  conciliation  and  investigation,  and  although  it  was  the 
duty  of  these  boards  to  do  all  in  their  power  to  effect  conciliations, 
and  to  offer  recommendations  of  settlement,  compulsion  was  re¬ 
stricted  to  their  investigatory  function.  Compliance  with  the 
recommendations  of  the  reference  boards  is  optional;  the  weight 
of  public  opinion  alone  is  relied  on  to  make  settlements  effective. 

The  only  provision  giving  mandatory  power  to  the  finding  of 
a  board  is  that  if,  at  any  time  before  or  after  a  board  has  made 
its  report  and  recommendation,  both  parties  to  the  dispute  agree 
in  writing  to  be  bound  by  the  recommendation  of  the  board  in  the 
same  manner  as  parties  are  bound  in  the  case  of  a  reference  to 
arbitration  on  the  order  of  a  court  of  record,  the  recommendation 
shall  be  made  a  rule  of  the  court  on  application  of  either  party, 
and  shall  be  enforceable  in  like  manner.  Canadian  courts,  how¬ 
ever,  have  hesitated  to  regard  a  recommendation  in  case  of  such 
an  agreement  as  constituting  a  rule  of  court. 

Reliance  on  public  opinion.  The  commonly  accepted  state¬ 
ment  that  the  Canadian  Industrial  Disputes  Investigation  Act  of 
1Q07  was  based  on  Australian  labor  legislation  is  historically  in¬ 
correct,  and  tends  to  give  a  mistaken  conception  of  its  nature. 
Indeed,  this  erroneous  view  has  not  been  without  influence  in 
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the  development  of  a  hostile  attitude  toward  the  Canadian  Act, 
which,  unlike  the  Australian  legislation,  avoids  compulsion,  as  far 
as  possible,  and  instead  is  frankly  based  on  an  appeal  to  the 
power  of  public  opinion. 

The  Honorable  F.  A.  Acland,  Deputy  Minister  of  Labor  for  the 
Dominion  of  Canada,  says: 

The  theory  of  the  Act  is  that  the  board’s  findings,  being 
based  on  what  is  presumed  to  have  been  a  fair  and  impartial 
investigation,  will  bring  an  informed  public  opinion  to  bear 
on  the  matters  which  have  been  in  dispute,  and  that  either 
of  the  disputants  who  is  unreasonable  in  his  attitude  will  thus 
be  induced  to  yield  a  point  and  accept  the  recommendations 
of  the  board,  rather  than  fly  in  the  face  of  a  public  opinion 
which  might  be  expected  to  sustain  the  view  of  the  board;  ac¬ 
ceptance  of  the  findings,  however,  no  matter  how  urgent 
the  apparent  advantage  or  necessity,  is  not  legally  com¬ 
pulsory. 

The  text  of  the  Act  is  brief,  and  makes  no  effort  to  exhaust 
either  the  scope  of  its  provisions  or  the  details  of  their  application. 
In  the  first  important  litigation  to  which  it  gave  rise,  and  which 
occurred  while  the  general  sentiment  in  accord  with  which  it  was 
formulated  was  still  active,  the  decision  of  the  Court  contains 
these  words: 

The  legislation  is  tentative,  broad  and  beneficial,  and  it 
cannot  be  expected  to  cover  at  once  all  the  little  difficulties 
which  may  be  imagined  to  arise. 

Much,  therefore,  was  left  to  be  determined  by  departmental 
decisions. 

Administrative  interpretations.  The  Minister  of  Labor,  who 
Is  responsible  for  the  administration  of  the  Act,  thus  far  has 
taken  the  stand  that  the  penalty  provided  for  strikes  or  lockouts 
prior  to  investigations  will  be  imposed  only  where  prosecution  is 
initiated  by  one  or  the  other  of  the  disputants.  As  a  matter  of 
fact,  although  there  have  been  many  “illegal”  strikes  since  the 
Act  became  effective,  the  penalty  seldom  has  been  imposed. 
This  fact  has  led  to  the  rather  hasty  assumption  in  the  United 
States  that  the  compulsory  feature  of  the  Act  is  a  failure.  Thus 
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the  author  of  one  of  the  most  widely  circulated  studies  of  the 
subject  declares: 

The  Canadian  Act  is  a  compulsory  one  mainly  because  pen¬ 
alties  are  provided  for  the  calling  of  such  illegal  strikes,  and 
the  essential  test  of  any  compulsory  law  is  the  extent  to  which 
it  is  enforced.  Yet  it  is  in  this  very  important  aspect  that 
the  Act  has  failed  as  a  compulsory  measure. 

While  this  is  to  some  extent  true,  it  fails  correctly  to  reflect  the 
spirit  and  intention  of  the  Canadian  Act,  which  should  be  inter¬ 
preted  in  the  light  of  its  original  purpose. 

The  Honorable  W.  L.  Mackenzie  King  has  said: 

The  Government  has  never  laid  particular  stress  on  the 
penalty  end  of  it.  The  penalty  part  .  .  .  has  always  been 
treated  much  in  the  same  light  as  penalty  for  trespass. 

Examination  of  the  reasons  for  such  opposition  to  the  Act  as 
exists  in  Canada  reveals  that  only  in  theoretical  discussions  do 
they  rest  on  the  failure  to  impose  penalties.  On  the  other  hand, 
one  at  least  of  the  instances  in  which  a  penalty  was  imposed  is 
prominent  among  the  sources  of  discontent.  This  was  a  case  in 
which  an  agent  of  the  United  Mine  Workers  was  fined  for  paying 
strike  relief  to  union  members  who  had  violated  the  law. 

One  employer  has  been  fined  for  an  illegal  lockout,  and  a  few 
union  officials  have  been  fined  for  inciting  strikes,  but  no  effort 
has  been  made  to  penalize  a  large  body  of  men  for  striking.  The 
conclusion  seems  justified,  therefore,  that  criticisms  of  the  Act 
in  the  United  States,  on  the  basis  of  its  failure  to  impose  pen¬ 
alties,  arise  from  a  misunderstanding  of  its  spirit  and  intention. 

A  procedure  which  appears  to  be  responsible  for  much  of  the 
opposition  to  the  Act  on  the  part  of  organized  labor  in  Canada  is 
the  use  made  of  the  discretion  which  it  allows  to  the  Minister  of 
Labor  to  grant  or  refuse  boards  of  investigation.  Boards  have 
been  refused  in  a  number  of  cases  where  the  workers  felt  that 
they  had  a  real  grievance.  The  Amendment  of  1918,  however, 
expressly  conferring  this  authority  on  the  Minister  of  Labor  is  in 
the  nature  of  a  confirmation  of  his  actual  practice.  In  strikes 
involving  several  employers  or  several  unions  where  these  em¬ 
ployers  or  unions  could  not  agree  on  a  single  representative,  the 
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Minister  of  Labor  has  declined  to  appoint  a  board.  A  strike  in¬ 
volving  many  companies  is  regarded  by  the  Minister  of  Labor  as 
a  separate  dispute  for  each  company,  and,  where  the  various 
interests  agree  on  a  single  nomination,  although  one  board  is  ap¬ 
pointed  to  investigate  the  whole  trouble,  it  is  legally  considered 
that  there  are  as  many  separate  boards  as  there  are  independent 
employers.1 

An  instructive  instance  is  that  of  the  Thetford  mines  dispute 
in  1915.  The  facts  in  this  case  were  discussed  at  the  Trades  and 
Labor  Congress  of  Canada,  which  met  at  Toronto  in  September, 
1916,  and  was  a  factor  in  the  subsequent  action  of  that  Congress 
in  calling  for  abrogation  of  the  Act.  The  chairman  of  the  Con¬ 
gress  described  the  situation  as  follows: 

There  are  five  companies  controlling  the  asbestos  mines  of 
Thetford.  After  the  miners  made  an  application  for  a  board 
under  the  Industrial  Disputes  Investigation  Act,  they  were  in¬ 
formed  through  a  letter  from  the  Department  that  the  indus¬ 
try  in  which  they  were  employed  came  under  the  Industrial 
Disputes  Investigation  Act,  and  that  it  would  be  a  criminal 
act  on  their  part  to  go  out  on  strike.  The  letter  stated  that 
there  was  not  the  slightest  doubt  as  to  the  Act  applying  to  the 
Thetford  mines,  and  the  inference  was  that  the  provisions  of 
the  Act  dealing  with  penalties  for  violations  would  be  rigidly 
enforced  if  a  strike  was  declared.  While  that  attitude  was  as¬ 
sumed  by  the  Minister  of  Labor,  the  men  were  prevented 
from  taking  any  further  action  in  their  own  interests,  other 
than  complying  with  the  law.  Suddenly,  however,  the  De¬ 
partment  switches  and  points  out  that  there  are  five  com¬ 
panies  controlling  the  mines  at  Thetford  in  which  the  appli¬ 
cants  for  a  board  were  employed,  and  that,  because  the 
owners  of  the  mines  could  not  agree  upon  a  representative 
for  the  board  under  the  Industrial  Disputes  Investigation 
Act,  a  Board  could  not  be  appointed. 

The  Minister  of  Labor,  who  was  present  at  the  Congress,  in 
reply  said : 

There  were  five  companies  to  deal  with  when  the  request  to 

1  An  amendment  to  meet  this  difficulty  is  being  prepared  for  presentation  ta 
Parliament. 
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appoint  a  board  was  made.  I  hold  that  the  Act  does  not  lend 
itself  to  the  conditions  where  there  are  several  employers  not 
agreeing.  We  had  a  case  in  Cobalt  where  there  were  forty- 
two  companies  and  I  refused  to  grant  a  board  when  applica¬ 
tion  was  made  by  the  miners’  union.  I  would  refuse  to-day. 

A  delegate  then  inquired  if  the  men  had  the  “legal  right  to 
strike  after  a  board  had  been  refused  because  the  five  companies 
at  Thetford  mines  could  not  agree  upon  a  representative.”  The 
Minister  answered  that  the  men  could  not  legally  strike,  but 
were  compelled  to  resort  to  the  provisions  of  the  Act  and  apply 
for  the  appointment  of  a  board  to  deal  with  each  company.  An¬ 
other  delegate  asked  the  Minister  if  a  board  would  have  been 
granted  each  group  of  employees  in  each  mine  if  they  had  applied 
separately.  The  Minister  replied  that  he  would  not  answer  the 
question,  because  such  a  situation  had  not  arisen.  This,  then, 
appears  to  be  a  fixed  ruling  of  the  Department  of  Labor,  and  one 
which  the  workers  believe  operates  to  their  disadvantage. 

During  this  same  discussion  of  the  Thetford  mines  dispute, 
the  Minister  of  Labor  said: 

At  Thetford  mines  there  were  two  unions,  the  local  union 
being  there  before  the  local  of  the  Western  Federation  of 
Miners.  ...  I  have  refused  to  appoint  boards  before  when 
there  were  two  unions  quarreling  among  themselves  as  to 
what  should  be  done. 

Although  contrary  to  previous  practice,  in  at  least  two  notable 
instances  it  appears  to  be  the  latest  ruling  of  the  Department  of 
Labor  that  boards  will  not  be  appointed  where  two  unions  exist 
unless  they  are  in  agreement  with  each  other.  Both  of  these 
rulings  are  purely  administrative  and  do  not  arise  directly  from 
the  provisions  of  the  Act. 

Difficulties  and  objections.  The  operation  of  the  Act  has  shown 
that  the  opinion  of  the  chairman  usually  controls  the  finding  of 
the  board.  This  arises  naturally  from  the  fact  that  employers 
ana  employees  each  select  a  representative  favorable  to  their 
respective  cause,  and  it  has  gradually  come  to  pass  that,  in  al¬ 
most,  all  cases,  these  two  members  of  the  board  disagree  and  the 
decision  rests  with  the  chairman.  On  this  account  it  has  even 
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been  suggested  that,  in  the  case  of  important  disputes  involving 
large  public  issues,  the  position  of  the  chairman  be  strengthened 
by  appointment  by  the  Minister  of  Labor  of  three  outside  repre¬ 
sentatives.  It  is  believed  that  decisions  of  a  board  so  constituted 
would  inspire  greater  public  confidence. 

In  some  instances  where  the  report  is  distinctly  favorable  to 
one  side,  the  representative  of  the  other  makes  use  of  his  legal 
right  to  put  in  a  minority  report.  Mr.  Carl  H.  Mote,  in  a  recent 
volume,  says  that  even 

public  opinion  is  futile  to  avert  a  strike,  particularly  in  those 
cases  where  there  is  a  divided  report  of  an  investigating  com¬ 
mittee. 

The  operation  of  the  Act  has  further  developed  the  fact  that 
boards  are  most  successful  when  least  formal,  and  particularly 
when  least  legalistic  in  their  attitude  and  procedure.  Boards 
of  which  prominent  jurists  have  been  chairmen  have  notably 
failed.  The  difficulty  of  securing  acceptable  chairmen  is  very 
great.  Dr.  Victor  S.  Clark,  in  his  investigation  for  the  United 
States  Bureau  of  Labor  of  the  working  of  the  Canadian  Act,  says: 

The  tendency  is  to  select  the  same  board  members  re¬ 
peatedly  so  that  several  boards  have  been  identical  in  differ¬ 
ent  disputes,  and  one  chairman  —  a  professor  of  economics  — 
has  served  acceptably  on  eleven  of  the  twenty-eight  boards 
that  have  been  established. ...  A  judge  who  organizes  a  board 
after  the  fashion  of  a  court,  sets  it  up  on  a  dais,  takes  testi¬ 
mony  according  to  legal  rules  of  evidence,  enforces  legal 
technicalities,  and  checks  up  his  witnesses  by  stenographic 
proceedings,  so  far  as  Canadian  experience  goes,  leaves  the 
parties  at  the  end  of  their  negotiations  farther  apart  than  at 
the  beginning,  and  crystallizes  tentative  issues  into  insolv- 
able  difficulties. 

Dr.  Clark,  in  the  same  report,  quotes  an  experienced  board 
chairman  as  follows: 

The  most  important  work  is  often  done  outside  of  regular 
sessions  of  the  board.  We  talk  to  the  different  parties  indi¬ 
vidually  and  get  to  a  mutual  understanding  that  way.  We 
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never  allow  the  disputants  to  leave  important  matters  to  the 
board.  We  insist  that  they  themselves  shall  agree  on  main 
points. 

The  informality  of  procedure  is  furthered  by  the  Amendment 
of  1918,  which  provides  that  the  Minister  of  Labor,  at  any  stage 
of  the  proceedings,  may  introduce  matters  other  than  those  ap¬ 
pearing  in  the  application  and  statement,  if,  in  his  opinion,  it  is 
necessary  in  order  that  the  board  may  deal  satisfactorily  with 
the  dispute. 

Yet  another  source  of  difficulty  that  has  arisen  in  the  opera¬ 
tion  of  the  Act,  and  not  directly  from  its  provisions,  but  appar¬ 
ently  contrary  to  them,  is  the  delay  which  may  occur  in  the  ap¬ 
pointment  of  a  board.  The  Act  says  that  the  Minister  of  Labor 

shall,  within  fifteen  days  from  the  date  on  which  the  applica¬ 
tion  is  received,  establish  such  board  under  his  hand  and  seal 
of  office,  if  satisfied  that  the  provisions  of  this  Act  apply. 

For  the  nine-year  period  ended  March  31,  1916,  191  applica¬ 
tions  for  boards  were  made,  and  169  were  established.  Of  this 
number  only  60  were  established  within  the  15  days.  In  14 
cases,  between  46  and  61  days  elapsed  between  the  application 
and  the  establishment  of  the  board;  in  21  cases,  between  31  and 
46  days;  in  66  cases,  between  16  and  31  days. 

Commenting  on  this  phase  of  the  administration  of  the  Act, 
an  officer  of  an  international  railway  union,  referring  to  a  specific 
strike,  is  reported  to  have  said : 

Our  case  was  begun  by  notice  of  a  revision  of  contracts 
October  1st.  The  board  met  December  3d  and  the  decision 
was  given  December  20th,  allowing  the  company  over  two 
and  one  half  months  to  prepare  for  a  strike. 

Dr.  Clark,  from  whose  report  this  quotation  is  taken,  adds: 

From  the  men’s  point  of  view  this  particular  delay  was 
peculiarly  unfortunate,  as  a  financial  crisis  bringing  on  a 
period  of  unemployment  occurred  in  the  interim. 

The  Act  also  states  that  employers  or  employees  shall  give  at 
least  thirty  days  notice  of  an  intended  change  affecting  condi- 
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tions  of  employment  with  respect  to  wages  or  hours,  and  provides 
a  penalty  for  disregard  of  this  provision.  Emphasizing  yet  fur¬ 
ther  the  intention  of  the  Act  to  avoid  delay,  the  clause  allowing 
this  period  of  thirty  days  adds: 

But  if  in  the  opinion  of  the  board  either  party  uses  this  or 
any  other  provision  of  this  Act  for  the  purpose  of  unjustly 
maintaining  a  given  condition  of  affairs  through  delay,  and 
the  board  so  reports  to  the  Minister,  such  party  shall  be 
guilty  of  an  offense  and  liable  to  the  same  penalties,  etc. 

In  spite  of  this  provision  no  complaint  among  workmen  is  more 
common  than  that  wages  and  hours  are  changed  without  notice, 
and  are  followed  by  delays  in  appointment  of  boards. 

Recent  experience  under  the  law  undoubtedly  is  reflected  in 
the  amendments  that  are  now  being  proposed.1 

One  of  these  amendments  seeks  to  prevent  the  possibility  of  a 
minority  of  members  in  a  trade  union,  or  a  minority  of  workmen 
affected  where  they  are  not  organized,  from  making  an  applica¬ 
tion  for  a  board. 

Another  proposed  amendment  would  make  it  impossible  for 
an  unlawful  organization  to  claim  protection  under  the  Act  by 
contending  that  it  is  a  trade  union  within  the  meaning  of  the 
Act. 

Yet  another  amendment  is  proposed  that  would  extend  the 
time  during  which  a  strike  is  illegal  until  a  copy  of  a  board’s  re¬ 
port  has  been  delivered  to  both  parties  through  the  Registrar. 
This  would  prevent  workmen  from  claiming  that  their  obliga¬ 
tions  under  the  Act  had  been  fulfilled  before  the  employers  had 
an  opportunity  to  know  the  contents  of  a  board’s  report  or  to  de¬ 
cide  whether  or  not  they  could  accept  its  recommendations. 

An  amendment  that  has  not  yet  taken  definite  form  would 
make  it  possible  for  the  Minister  of  Labor,  at  his  option,  to  es¬ 
tablish  one  board  to  deal  with  a  dispute  that  affects  employers 
and  employees  in  several  plants  of  a  given  industry.  If  the  em¬ 
ployers  affected  agree  to  the  establishment  of  a  board,  it  can  be 
done  under  the  present  Act,  but  if  the  employers  disagree  and  will 
not  nominate  a  representative  on  the  board,  then  the  Depart¬ 
ment  has  no  alternative  but  to  establish  one  board  for  each  com* 
1  April  30,  1920. 
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pany  affected,  a  procedure  which  has  been  found  expensive  and 
undesirable. 

It  is  clear  that  these  proposed  amendments  seek  to  correct 
minor  defects  in  the  law  and  to  strengthen  its  central  principle 
of  preventing  disputes  until  an  investigation  shall  have  been 
made  and  the  public  informed  of  the  merits  of  the  case.  None 
of  them  seek  to  overthrow  the  law  or  alter  its  substance. 

Results  achieved.  The  number  of  applications  for  boards 
each  year  since  the  adoption  of  the  Act  shows  a  gradual  decline 
until  the  latter  years  of  the  war,  during  which  conditions  were 
not  normal  and  the  data  concerning  which  calls  for  special  analy¬ 
sis  and  separate  treatment.1 


1907 

9  mos. 

1908 

1909 

1910 

I9II 

1912 

1913 

1914 

1915 

1916 

3 

mos. 

Total 

Applications . 

25 

27 

22 

28 

21 

l6 

18 

18 

IS 

I 

191 

Boards  refused . 

3 

2 

1 

5 

s 

O 

3 

0 

3 

O 

22 

Boards  granted . 

22 

25 

21 

23 

l6 

l6 

IS 

18 

12 

I 

169 

Strike  not  averted. . . 

1 

1 

4 

4 

4 

3 

I 

I 

I 

O 

20 

It  is  apparent  from  the  above  figures  that  in  88  per  cent  of  the 
disputes  referred  to  boards,  strikes  or  lockouts  were  averted  or 
ended.  If  the  number  of  applications  refused  is  added  to  the 
number  of  cases  in  which  strikes  or  lockouts  were  not  prevented, 
as  also  indicating  failure  on  the  part  of  the  Act  to  meet  the  situ¬ 
ation,  the  proportion  of  successful  conciliations  is  reduced  to 
seventy-eight  per  cent.  These  figures,  taken  from  reports  of  the 
Labor  Department  of  the  Dominion  of  Canada,  make  no  reference 
to  the  strikes  and  lockouts  occurring  during  this  period  in  which 
no  application  was  made  under  the  Act  for  a  board  of  investiga¬ 
tion.  The  United  States  Bureau  of  Labor  Statistics,  in  a  report 
published  September,  1917,  covering  almost  the  entire  period  of 
ten  years  of  the  operation  of  the  Act,  from  March  22,  1907,  to 
December  31,  1916,  states  that  222  disputes  resulting  in  strikes 
and  lockouts  occurred  within  the  jurisdiction  of  the  Act.  The 
number  of  employees  affected  in  these  disputes  was  100,608  and 
the  time  lost  4,838,647  working  days.  In  44  of  these,  involving 

In  1919  there  were  95  boards  in  operation,  of  which  17  were  operating  at  one 
time.  Whether  this  reflects  an  abnormal  condition  due  to  the  war,  or  is  the  begin¬ 
ning  of  a  more  general  use  of  the  provisions  of  the  Act,  can  be  determined  only  in  the 
light  of  further  experience. 
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44,086  employees  and  a  time  loss  of  3,665,969  working  days, 
application  was  made  for  investigating  boards  under  the  Act. 
In  18  of  the  disputes  the  strike  or  lockout  did  not  occur  until 
after  a  board  made  its  investigation  and  report,  while  204  strikes 
occurred  either  before  or  pending  board  action,  and  were  thus 
illegal  under  the  Act;  of  this  latter  number,  178  strikes  or  lock¬ 
outs  involving  56,522  employees  and  a  time  loss  of  1,172,678  days 
were  instituted  without  either  party  to  the  dispute  making  ap¬ 
plication  for  a  board. 

The  number  of  applications  for  boards  under  the  section  of  the 
Act  which  allows  voluntary  application  for  boards  in  other  than 
public-service  industries  and  mines,  may  be  regarded  as  a  measure 
of  public  confidence  in  the  Act.  According  to  the  same  report, 
691  strikes  and  lockouts,  affecting  149,812  employees  with  a  time 
loss  of  3.254,332  working  days,  occurred  in  the  period  March  22, 
1907,  to  December  31,  1916,  in  industries  falling  under  this  sec¬ 
tion  of  the  Act.  Of  this  number,  in  only  26,  or  about  4  per  cent 
were  applications  made  for  a  board,  and  in  only  12  of  these,  af¬ 
fecting  5534  employees,  were  boards  constituted.  That  is  to 
say,  where  the  Act  was  left  to  be  voluntarily  invoked,  only  about 
1.75  per  cent  of  the  disputes  occurring  were  referred  to  boards. 

Reviewing  the  operation  of  the  Act  as  thus  outlined,  it  would 
appear  that  where  boards  have  been  actually  constituted  they 
have  been  reasonably  successful  in  ending  or  averting  strikes  or 
lockouts.  Sir  George  Askwith,  who  was  sent  by  the  British 
Government  in  1912  to  investigate  the  workings  of  the  Act, 
reached  the  following  conclusions: 

Where  it  was  frankly  adopted  as  a  means  of  preventing 
disputes,  it  has  worked  extremely  well,  but  where  for  reasons, 
some  apparent  and  others  which  can  only  be  guessed  at,  its 
introduction  has  been  resented,  it  has  not  succeeded  to  the 
same  extent.  In  such  cases  where,  by  the  imposition  of  pen¬ 
alties  efforts  have  been  made  to  enforce  the  Act,  the  results 
have  not  been  satisfactory. 

Attitude  of  labor  toward  the  Act.  For  the  first  two  years  of 
the  operation  of  the  Act  but  little  opposition  appeared;  but  from 
that  time  to  the  present,  hostility  among  organized  labor  unions 
has  steadily  increased.  This  opposition  is  most  outspoken  on  the 
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part  of  the  international  labor  organizations.  The  United  Mine 
Workers  of  America,  at  their  Indianapolis  Convention,  January, 
1909,  endorsed  the  following  resolution: 

That  we,  the  delegates  from  Canada,  having  had  almost  two 
years’  experience  with  said  bill,  herewith  advise  our  brothers 
on  this  side  of  the  line  to  oppose  any  such  measure  of  like 
nature  to  the  utmost  of  their  powers. 

The  legislative  board  of  the  Brotherhood  of  Locomotive  En¬ 
gineers  in  November,  1916,  passed  a  resolution: 

That  this  board  do  all  in  its  power  to  have  the  Industrial 
Disputes  Investigation  Act  wiped  off  the  statute  books. 

The  president  of  the  Order  of  Railway  Conductors  of  America, 
writing  on  the  subject  of  this  Act  in  the  Proceedings  of  the  Ameri¬ 
can  Society  of  Political  Science  in  January,  1917,  said: 

It  only  succeeded  in  breeding  an  almost  universal  disgust 
of,  and  contempt  for,  legal  machinery  designed  to  settle 
troubles  that  should  be  settled  by  the  parties  thereto.  .  .  .  The 
Railway  Brotherhoods  are  almost  the  only  large  class  of  em¬ 
ployees  who  in  the  Dominion  have  scrupulously  conformed  to 
the  provisions  of  this  Act,  and  they  have  done  this  at  an  im¬ 
mense  disadvantage  to  themselves.  ...  It  has  been  demon¬ 
strated  time  and  again  (and  out  of  this  demonstration  has 
grown  the  attitude  of  the  laborers  toward  this  Act)  that  the 
period  provided  for  investigation  during  which  men  must 
remain  at  work  is  almost  invariably  utilized  by  the  employer, 
regardless  of  the  spirit  or  letter  of  the  Act,  to  reinforce  him¬ 
self  against  efforts  of  his  men  to  better  their  condition,  and 
at  the  end  of  the  period  he  coolly  repudiates  the  finding  of  the 
commission. 

On  the  other  hand,  the  Provincial  Workers’  Association,  an 
organization  of  miners  in  Nova  Scotia  not  associated  with  the 
international  organization,  has  “cooperated  cordially  with  the 
Government  and  with  employers  to  make  it  [the  Act]  a  success; 
and  the  general  officers  of  the  Union  commend  its  influence.” 
But  no  recent  utterance  from  them  on  this  subject  is  available. 
At  the  convention  of  the  Trades  and  Labor  Congress  of  Can- 
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ada,  held  at  Ottawa  September  17,  1917,  feeling  ran  so  high  as  to 
give  rise  to  a  spirited  protest  against  the  appearance  of  the  Min¬ 
ister  of  Labor  on  the  platform  of  the  convention  on  the  opening 
day.  The  report  of  the  Fraternal  Delegates  appointed  by  this 
convention  to  the  American  Federation  of  Labor  Convention  at 
Buffalo,  in  speaking  of  the  Act,  said: 

A  demand  was  made  for  the  repeal  of  the  Lemieux  Indus¬ 
trial  Disputes  Law,  because  it  was  a  source  of  advantage  to 
the  employers  and  hampered  the  employees.  This  Act 
seeks  to  prevent  strikes  and  lockouts  in  certain  occupations 
by  prohibiting  a  man’s  right  to  stop  work,  and  making  it  a 
crime  for  a  union  to  provide  its  members  with  food  while  out 
on  strike.  This,  coupled  with  the  absence  of  an  eight-hour 
law  for  Government  contract  work,  made  the  work  of  the  ex¬ 
ecutive  officers  unusually  difficult  and  created  bitter  feeling 
among  the  involved  workers. 

The  rank  and  file  of  Canadian  labor  express  little  opposition  to 
the  principles  of  the  Act,  although  some  modifications  are  de¬ 
sired;  the  official  attitude  of  the  international  labor  organizations 
in  Canada,  however,  is  increasingly  hostile. 

The  State  of  Colorado  has  a  law  which  is  not  dissimilar  in 
principle  to  the  Canadian  Act. 

The  American  Federation  of  Labor,  in  its  report  of  the  proceed¬ 
ings  of  the  Buffalo  Convention,  in  November,  1917,  states  that: 

Every  possible  assistance  was  rendered  to  the  organized 
workers  of  Colorado  in  their  effort  to  secure  the  repeal  of  the 
Industrial  Commission  Act,  which  provides  for  compulsory 
investigation  before  the  inauguration  of  a  strike  or  lockout 
in  that  State. 

This  statement  may  be  taken  as  fairly  indicative  of  the  attitude 
of  the  American  Federation  of  Labor  toward  the  Canadian  Act 
as  it  has  been  administered. 

It  should  not  be  forgotten  that  incidents  arising  in  the  course  of 
investigations,  while  actually  of  minor  importance,  cause  great 
bitterness  in  the  ranks  of  workers,  however  trivial  and  however 
casually  related  to  the  actual  operation  of  the  Act. 

Thus,  in  the  opinion  of  the  fraternal  delegate  to  the  Buffalo 


498  AGENCIES  OF  INDUSTRIAL  PEACE 

Convention  of  the  American  Federation  of  Labor,  reference  is 
made  to  a  court  decision  in  Nova  Scotia  in  1912  in  which  a  single 
union  official  was  convicted  of  awarding  strike  benefits  to  men 
striking  illegally  and  when  four  miners,  employed  by  a  small  coal 
company,  were  fined  forty  dollars  each.  This  was  done  by  action 
of  a  Provincial  court,  but  the  incident  appears  never  to  have 
been  forgotten  or  forgiven  by  organized  labor.  The  same  may 
be  said  of  the  refusal  of  the  Department  to  grant  boards  in  the 
Thetford  mines  dispute. 

Another  incident,  constantly  quoted  by  laboring  men,  is  that 
of  a  decision  by  a  board  in  a  coal-mining  strike  in  Nova  Scotia 
which  the  workers  claimed  was  interpreted  in  a  manner  not  in 
accordance  with  their  understanding  of  it  when  they  accepted 
the  decision.  So  influential  are  these  minor  incidents  that  it 
would  not  be  far  from  the  truth  to  say  that  upon  scarcely  more 
than  five  or  six  such  insignificant  events  the  bitterness  of  feeling, 
if  not  the  substantial  reason  for  the  opposition  to  the  Act  on  the 
part  of  labor  in  Canada,  rests. 

It  is  difficult  to  escape  the  conclusion  that,  whether  or  not  the 
penalties  of  the  Act  are  enforceable  against  workers,  the  very  ex¬ 
istence  of  the  Act  and  the  manner  of  its  administration  is  felt  by 
them  to  hamper  the  operations  of  the  unions,  and  particularly  to 
limit  use  of  the  strike  to  enforce  demands. 

This  conclusion  is  strengthened  by  the  fact  that,  of  the  recom¬ 
mendations  of  boards  since  the  enactment  of  the  Act,  90  per  cent 
favored  the  employees  and  granted  a  major  part  of  their  demands. 
Also,  more  than  90  per  cent  of  the  boards  have  been  instituted 
on  application  of  employees.  It  is  not,  therefore,  dissatisfaction 
in  general  with  the  recommendations  of  the  boards  that  can  ac¬ 
count  for  organized  labor’s  opposition.  This  must  arise  from  the 
general  operation  of  the  Act  and  the  effect  of  its  continued  ex¬ 
istence  on  the  statute  books,  which  deprives  striking  employees, 
who  have  not  applied  for  a  board  of  investigation,  of  the  moral 
support  of  the  community.  But  perhaps  the  fundamental  reason 
for  this  opposition,  not  to  speak  of  possible  antipathy  to  certain 
officials,  is  the  fact  that  the  settlement  of  disputes  apart  from  the 
manipulation  of  the  union  leaders  tends  to  weaken  their  hold  on 
the  rank  and  file,  and  their  relative  importance  in  gaining  conces¬ 
sions  for  their  followers. 
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It  is  a  noteworthy  fact  that  the  representatives  of  employees  on 
the  committee  of  the  Canadian  National  Industrial  Conference 
which  considered  the  recommendations  of  the  Royal  Commission 
on  Industrial  Relations,  passed  a  resolution  recommending  “that 
employees  of  all  Government  bodies  should  be  entitled  to  the 
right  of  appeal  under  the  Industrial  Disputes  Act  so  long  as  that 
Act  remains  upon  the  statute  books  of  Canada.’’ 

Attitude  of  employers  toward  the  Act.  It  is  more  difficult  to 
secure  frank  and  definite  expressions  of  opinion  from  employers  in 
Canada.  This  reticence  may  be  partly  caused  by  a  belief  that  if 
they  express  strong  approval  of  it  such  an  attitude  may  increase 
the  feeling  of  organized  labor  that  the  Act  operates  in  the  interest 
of  the  employing  class. 

A  report  by  G.  M.  Murray,  secretary  of  the  Canadian  Manufac¬ 
turers’  Association,  made  in  1909,  after  two  years’  operation  of 
the  Act,  is  not  at  all  enthusiastic  as  to  the  benefits  derived  from 
it.  At  that  time  49  disputes  had  been  referred  to  boards  under 
provisions  of  the  Act.  In  regard  to  these  cases,  Mr.  Murray 
says: 

The  Labor  Department  is  careful  to  point  out  that  ac¬ 
companying  each  application  was  a  sworn  statement  to  the 
effect  that  a  strike  or  lockout  (they  might  have  omitted  all 
mention  of  lockouts,  for  there  were  none  threatened)  would 
take  place  in  the  event  of  a  settlement  not  being  reached. 
But  the  Act  requires  such  a  statement  before  a  board  can  be 
granted  and  it  may  well  be  argued  that  employees,  who  have 
nothing  to  lose  and  possibly  something  to  gain  from  an  investi¬ 
gation,  will  foment  trouble  and  secure  from  their  union  a 
snap  verdict  to  strike,  simply  in  order  that  their  application 
for  a  board  may  be  made  in  proper  form,  whereas,  without 
the  machinery  afforded  by  the  Act,  the  thought  of  striking 
would  never  enter  their  minds. 

This  report  also  complains  that  the  Act 

is  readily  enforceable  as  against  the  employer,  for  if  he  locks 
out  illegally,  he  can  be  promptly  prosecuted  and  fined,  but  it 
is  unenforceable  as  against  the  employees;  for  not  only  is  it 
impracticable  to  institute  proceedings  against  each  of  several 
hundred,  or  perhaps  several  thousand  employees,  but  it 
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would  be  the  height  of  folly  for  an  employer  to  put  the  law  into 
operation  against  even  a  single  offender.  What  he  wants  is 
to  get  his  men  back  at  work,  not  to  put  them  in  jail,  and  the 
surest  way  to  defeat  his  own  purpose  would  be  to  prosecute 
or  persecute  the  fomenters  of  the  trouble. 

Not  a  few  employers  believe  that  compulsory  incorporation  of 
all  labor  organizations  would  greatly  strengthen  the  Act  at  this 
point.  Some  employers  would  even  have  the  compulsion  which 
now  applies  only  to  the  investigation  made  applicable  also  to 
the  award.  Such  a  change  would,  however,  amount  to  a  new  law 
operating  on  a  different  principle.  In  general,  employers  are  apt 
to  feel  that  the  Act  binds  them,  but  does  not  bind  the  worker. 

Although  Mr.  Murray’s  statement  was  made  only  two  years 
after  the  Act  went  into  effect,  it  undoubtedly  reflects  the  general 
opinion  of  the  same  group  of  employing  interests  to-day. 

Summary  and  conclusions.  In  conclusion,  the  following  points 
appear  to  be  substantiated  by  the  evidence  that  is  available: 

(1)  The  commonly  expressed  opinion,  that  the  failure  to  im¬ 
pose  penalties  for  illegal  strikes  is  the  principal  weakness  of  the 
Act  and  the  cause  of  its  comparatively  infrequent  application, 
is  not  borne  out.  The  position  taken  by  the  Department  of 
Labor  in  regard  to  initiating  prosecutions  for  infractions  of  the 
Act,  in  which  they  leave  this  to  be  done  by  prosecution  of  the 
aggrieved  party,  appears  to  be  the  only  practicable  attitude,  and 
has  probably  saved  the  Act  from  early  repeal.  The  penalty  al¬ 
ways  exists  as  a  possibility,  and  the  entire  attitude  of  organized 
labor  indicates  that  it  feels  the  restraint  which  the  Act  exercises. 
This  restraint,  however,  arises  quite  as  much  from  the  mere  fact 
of  declaring  the  strike  illegal  under  the  Act  as  from  the  penalty 
provision.  The  Act  might  be  quite  as  strong  if  the  penalty  pro¬ 
vision  were  repealed.  The  few  cases  in  which  penalties  have 
been  imposed  are  responsible  for  much  opposition  to  the  Act. 

(2)  The  operation  of  the  Act  has  signally  failed  to  inspire  com¬ 
plete  confidence  of  workers.  It  has  led  them  to  believe  that  the 
Act  was  not  immune  from  legalistic  manipulation,  and  that  under 
it  their  rights  or  claims  may  be  thwarted,  not  on  reasonable 
grounds,  but  by  legal  technicalities.  As  evidence  of  this  they 
cite  the  administrative  delay  which,  although  contrary  to  the 
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spirit  of  the  Act,  has  occurred  perhaps  in  the  majority  of  the  dis¬ 
putes  that  have  been  referred  under  it;  also  the  refusal  of  the  De¬ 
partment  to  appoint  boards  in  a  number  of  instances  where  the 
men  felt  that  they  had  real  grievances,  particularly  where  two  or 
more  employers,  or  two  or  more  unions  involved  in  an  individual 
dispute,  cannot  agree  on  a  single  representative.  As  the  opera¬ 
tion  of  the  Act  has  largely  covered  a  period  during  which  the 
international  labor  organizations  have  been  struggling  for  a  foot¬ 
hold  in  Canada,  sometimes  in  sharp  opposition  to  the  established 
local  trades  unions,  this  ruling  has  caused  much  discontent,  the 
workers  feeling  that  it  interferes  with  what  they  believe  to  be 
their  right  to  organize. 

(3)  The  requirement  of  the  Act,  that  a  board  may  not  be  ap¬ 
plied  for  unless  one  or  the  other  of  the  disputants  makes  a  statu¬ 
tory  declaration  that  a  strike  or  lockout  will  otherwise  occur,  has 
not  operated  advantageously,  and  is  no  doubt  chargeable  with 
some  of  the  illegal  strikes  that  have  occurred.  A  group  of  organ¬ 
ized  employees  cannot  declare  that  a  strike  will  occur  as  the  result 
of  any  dispute  without  an  official  vote  of  their  organization. 
Such  a  vote  is  not  obtained  without  considerable  effort,  and  hav¬ 
ing  been  obtained  the  men  are  but  little  inclined  to  forget  the 
authority  which  it  gives  them  to  declare  a  strike.  It  is  difficult  to 
see  what  particular  strength  this  provision  adds  to  the  Act,  but  it 
is  quite  easy  to  see  the  difficulty  which  it  occasions.  The  em¬ 
ployer  in  order  to  make  application  for  a  board  must  make  a 
statutory  declaration  that,  to  the  best  of  his  knowledge  and 
belief,  his  firm  will  otherwise  declare  a  lockout,  and  few  employ¬ 
ers  are  ordinarily  willing  to  make  such  a  declaration,  for  by  so 
doing  they  immediately  forego  the  good-will  and  backing  of  the 
public. 

(4)  Owing  to  the  fact  that  incidental  administrative  rulings 
tend  to  become  fixed  as  precedents,  and  further  that,  especially 
among  workers,  incidental  causes  of  irritation  are  held  in  memory 
for  many  years,  opposition  to  the  Act  is  cumulative  and  tends  to 
become  stronger,  despite  the  fact  that  its  operation  may  have 
been  generally  beneficial  to  the  workers  themselves. 

(5)  The  existence  of  the  Act  on  the  statute  books  has  acted  as 
a  wholesome  restraint  both  on  employers  and  employees  through 
a  period  of  great  industrial  unrest;  it  has  served  in  some  degree  to 


502  AGENCIES  OF  INDUSTRIAL  PEACE 

crystallize  public  opinion  and  in  particular  cases  to  make  it  el- 
fective  for  maintenance  of  industrial  peace. 

(6)  Investigations  have  been  most  successful  when  most  in¬ 
formally  conducted;  introduction  of  legal  machinery  is  almost 
certain  to  destroy  their  usefulness. 

(7)  Where  investigations  have  been  fairly  conducted,  with  no 
unfortunate  administrative  irritations,  and  with  tactful,  informal 
procedure,  resultant  recommendations  have  been  almost  univer¬ 
sally  backed  by  public  opinion  and  accepted  by  the  disputants. 

(8)  The  Act  after  thirteen  years  of  operation  has  sufficient 
support  in  Canadian  public  opinion  to  retain  a  place  on  the 
statute  books,  and  to  invite  legislative  consideration  for  its  im¬ 
provement  without  vital  alteration. 

5.  Conciliation  through  Trade  Agreement  1 

The  foundations  of  the  joint  conference.  Knowledge  of  the 
rise  of  the  miners’  organization,  its  evolution  into  a  thoroughly 
organized  and  well-administered  body,  and  the  development  of 
operators’  organizations  along  similar  lines,  affords  a  basis  for 
understanding  the  full  significance  of  the  interstate  joint  confer¬ 
ence.  The  joint  conference  of  the  central  field  is  the  central 
market  for  mine  labor.  Collective  bargaining  has  here  reached  as 
high  as  point  of  development  as  in  any  other  industry  in  our  coun¬ 
try.  An  insight  into  its  complexity  makes  one  realize  how  far 
removed  the  average  miner  is  from  the  old  days  of  individual 
dealing  with  his  employer.  Under  individual  bargaining  the 
employee  was  forced  to  take  the  wages  the  employer  offered,  and 
his  inability  to  control  the  sanitary  arrangements  and  dangers 
under  which  he  worked  put  him  at  the  mercy  of  his  employer. 
In  short,  it  is  the  contrast  between  the  policy  of  expecting  the 
self-interest  of  the  employer  to  work  out  to  the  best  interests  of 
society  and  the  growing  modern  concept  that  human  life  and  pub¬ 
lic  warfare  should  be  held  in  higher  esteem  than  mere  acquisition 
and  preservation  of  property.  Nor  does  collective  bargaining 
mean  that  a  dead  level  of  uniformity  must  exist  among  the 
laborers.  According  to  Mr.  John  Mitchell,  trade-unionism 
stands  for  competition  among  workmen  on  “the  basis  of  effi- 

1  From  Conciliation  and  Arbitration  in  the  Coal  Industry  in  the  United  Slates,  by 
A.  E.  Suflern,  pp.  142-52;  170-73-  Houghton  Mifflin  Co.,  publishers. 
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ciency  and  not  upon  that  of  reduced  wages,  lengthened  hours, 
or  any  abatement  of  the  conditions  fixed  by  the  collective  bar¬ 
gain.” 

The  “right”  of  organization  and  representation.  A  chief 
foundation  stone  in  the  structure  of  the  interstate  conference  is 
the  “right”  of  the  employee  to  organize  which  carries  with  it  the 
right  to  be  represented  in  bargaining  with  the  employer.  Labor 
thus  becomes  a  product  for  sale,  and,  except  for  the  fact  that  it  is 
a  perishable  commodity,  the  seller  of  the  same  is  on  a  par  with  the 
coal  operator.  Organized  labor  is  coming  to  the  point  where  it 
deplores  strikes  as  much  as  any  other  group  in  the  community. 
The  fact  that  these  elemental  rights  are  disputed  or  not  recog¬ 
nized  is  the  cause  of  most  of  the  strikes.  This  is  because  em¬ 
ployers  are  unwilling  to  allow  labor  the  benefits  of  cooperation 
and  representation.  Strikes  are  to  be  used  only  as  a  last  resort  in 
obtaining  justice,  for  “  the  victories  won  in  conference  halls,  where 
the  elements  of  strength  are  the  enlightened  logic  of  the  combat¬ 
ants,  are  the  victories  which  leave,  no  wounds  to  heal  and  are 
the  greatest  victories  of  them  all.” 

The  encouragement  of  good  feeling.  As  we  have  seen,  there 
was  a  period  when  the  miners  had  to  be  educated  in  regard  to  the 
benefits  of  conciliation  and  cooperation.  In  the  early  days  of  the 
interstate  conference  the  leaders  on  both  sides  felt  called  upon  to 
Impress  upon  the  minds  of  their  constituents  the  importance  of 
the  conciliation  movement.  Hard  experience  had  taught  them 
that  they  had  hit  upon  something  worth  considering  by  the  rank 
and  file  on  either  side.  The  occasion  of  electing  a  permanent 
chairman  was  generally  used  to  lay  a  groundwork.  “This  is  not 
an  arena  where  foe  meets  foe,  but  it  is  a  friendly  meeting-place 
of  those  who  are  interested  for  the  benefit  of  all.  And  happy 
will  be  the  day  when  capital  and  labor  can  meet  on  the  same 
platform  and  shake  hands  with  true  friendship.”  President 
E.atchford  at  the  miners’  convention  laid  emphasis  on  the  im¬ 
portance  of  maintaining  the  joint  conference  by  pointing  out  that 
“the  man  or  men  who  throw  a  single  obstacle  in  its  way  [are] 
undeserving  of  a  place  in  the  councils  of  miners  or  operators,  and 
will  be  adjudged  guilty  of  a  crime  against  hundreds  of  thousands 
of  men,  women,  and  children  whose  comfort  depends  so  largely 
upon  its  consummation.”  The  evolution  in  attitude  of  both  sides 
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is  plainly  shown,  in  the  conferences  of  recent  years,  by  the  brevity 
with  which  each  side  exchanges  felicitations  and  proceeds  to  the 
necessary  business. 

Formulation  of  principles.  Although  the  joint  conferences  had 
begun  in  1898,  it  was  not  until  1902  that  a  clear  formulation  of 
their  basic  principles  was  adopted.  The  following  resolutions 
were  presented  by  Mr.  Herman  Justi,  commissioner  for  the  Illi¬ 
nois  Coal  Operators’  Association: 

First.  That  this  movement  is  founded,  and  that  it  is  to 
rest,  upon  correct  business  ideas,  competitive  equality,  and 
upon  well-recognized  principles  of  justice. 

Second.  That,  recognizing  the  contract  relations  existing 
between  employer  and  employee,  we  believe  strikes  and  lock¬ 
outs,  disputes  and  friction,  can  be  generally  avoided  by  meet¬ 
ing  in  joint  convention  and  by  entering  into  trade  agreements 
for  specified  periods  of  time. 

Third.  That  we  recognize  the  sacredness  and  binding 
nature  of  contracts  and  agreements  thus  entered  into,  and 
are  pledged  in  honor  to  keep  inviolate  such  contracts  and 
agreements  made  by  and  between  a  voluntary  organization, 
having  no  standing  in  court,  on  the  one  hand,  and  a  merely 
collective  body  of  business  men  doing  business  individually 
or  in  corporate  capacity  on  the  other,  each  of  the  latter  class 
having  visible  and  tangible  assets  subject  to  execution. 

Fourth.  That  we  deprecate,  discourage,  and  condemn  any 
departure  whatever  from  the  letter  or  spirit  of  such  agree¬ 
ments  or  contracts,  unless  such  departure  be  deemed  by  all 
parties  in  interest  for  the  welfare  of  the  coal-mining  industry 
and  for  the  public  good  as  well,  and  that  such  departure  is 
first  definitely,  specifically,  and  mutually  agreed  upon  by  all 
parties  in  interest. 

Fifth.  Such  contracts  or  agreements  having  been  entered 
into,  we  consider  ourselves  severally  and  collectively  bound 
in  honor  to  carry  them  out  in  good  faith  in  letter  and  in  spirit, 
and  are  so  pledged  to  use  our  influence  and  authority  to  en¬ 
force  these  contracts  and  agreements,  the  more  so  since  they 
rest  in  the  main  upon  mutual  confidence  as  their  basis. 

A  sixth  resolution  providing  for  arbitration  by  a  board  of 
referees  was  thrown  out. 
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The  conference  at  work.  The  conference  has  generally  been 
held  during  the  latter  part  of  January  and  the  beginning  of  Feb¬ 
ruary.  The  miners’  convention  is  held  previous  to  this  and  their 
demands  are  formulated.  This  gives  the  joint  conference  plenty 
of  time  to  reach  an  agreement  before  the  previous  agreement 
expires,  usually  April  1st. 

Until  1908,  the  interstate  joint  conference  was  made  up  of 
miners  and  operators  from  the  States  of  Illinois,  Ohio,  Indiana, 
and  Pennsylvania.  In  that  year  the  miners  and  operators  of 
Illinois  failed  to  attend  the  conference,  for  reasons  which  will  be 
taken  up  later. 

The  operators  not  only  expect  the  miners  to  keep  their  own 
members  within  the  agreement,  but  rely  on  them  to  coerce  a 
delinquent  operator.  This  they  can  do  by  calling  a  strike,  which 
may  be  more  effective  than  any  fine  by  an  operators’  association. 
But  the  cost  of  the  procedure  falls  upon  the  miners,  and  it  is  a 
losing  fight  if  the  operator  can  get  plenty  of  non-union  labor. 
In  fact,  the  chief  burden  of  the  cost  of  making  competitive  con¬ 
ditions  uniform  in  the  various  district  comes  on  the  miners.  “No 
attempt  is  made  to  make  wages  uniform  or  the  earning  capacity  of 
the  men  equal  between  the  different  districts,  or  within  the  dis¬ 
tricts  themselves,  the  principal  object  being  so  to  regulate  the 
scale  of  mining  as  to  make  cost  of  production  practically  the  same 
in  one  district  that  it  is  in  another,  regardless  of  whether  or  not 
the  earnings  of  the  miners  are  equal.” 

Organization  and  rules.  The  organization  and  work  of  the 
conference  is  unique  and  interesting.  The  president  of  the  min¬ 
ers  is  generally  elected  temporary  chairman,  which  gives  him  a 
chance  to  extend  felicitations  on  the  continuation  of  the  move¬ 
ment  and  to  introduce  local  and  national  men  of  prominence  who 
have  been  asked  to  address  the  conference.  A  committee  on 
credentials  and  a  committee  on  rules  and  order  of  business  and 
permanent  organization  are  then  selected.  These  committees 
are  made  up  of  two  operators  and  two  miners  from  each  State. 
A  recess  of  a  couple  of  hours  is  taken  in  order  to  give  the  com¬ 
mittees  time  to  make  up  their  report.  In  connection  with  the 
report  of  the  committee  on  rules  and  order  of  business  and  per¬ 
manent  organization  the  name  of  an  operator  is  suggested  as  per¬ 
manent  chairman,  a  miner  as  secretary,  and  a  representative  of 
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the  operators  as  assistant  secretary.  The  rules  of  the  convention 
contain  provisions  for  definite  hours  of  meeting  and  adjourn¬ 
ment,  but  special  meetings  or  an  evening  session  are  allowable, 
which  provision  is  often  made  use  of  at  critical  times  when  an 
agreement  seems  about  to  be  reached.  The  miners’  represen¬ 
tatives  occupy  the  right  of  the  hall  and  the  operators  the  left. 
Each  State  has  the  same  number  of  voters,  four  votes  for  the 
operators  and  four  votes  for  the  miners.  No  vote  is  declared 
carried  except  upon  the  affirmative  vote  of  both  operators  and 
miners  from  all  the  States.  The  unanimous  vote  shows  that 
each  side  fears  to  trust  the  issue  to  the  other  side  plus  perhaps  one 
vote  from  its  own.  In  questions  of  mere  procedure  the  rules  in 
any  standard  manual  of  parliamentary  procedure  are  in  force. 
But  the  rule  requiring  unanimous  vote  on  all  main  and  principal 
questions  is  never  suspended.  “Main  and  principal  questions” 
are  “all  questions  affecting  the  proposed  scale  and  agreement.” 
Each  State  has  four  operators  and  four  miners  on  the  scale  com¬ 
mittee,  who  are  appointed  with  the  understanding  that  each 
representative  shall  have  an  alternate  who  has  all  the  privileges 
of  the  scale  committee,  but  cannot  “vote  except  in  the  absence  of 
his  principal.”  In  the  formation  of  this  method  of  representation 
on  the  scale  committee  in  the  conference  of  1898,  the  minority  of 
the  committee  on  rules  and  regulations  stood  out  strongly  for 
representation  on  the  basis  of  tonnage  of  the  respective  States, 
“one  vote,  miner  and  operator,  respectively,  for  each  five  million 
tons  or  major  fraction  thereof,  mine-run  coal,  produced  in  the 
year  1896.”  The  majority  insisted  that  their  method  was  fairer 
to  all  concerned,  and  that  it  was  not  desirable  that  “conclusions  ” 
should  “be  forced  on  any  State.”  The  sessions  are  open  to  the 
public  except  when  otherwise  ordered,  and  as  a  result  of  this  both 
sides  suffer  misrepresentation  at  the  hands  of  newspaper  reporters. 
But  undoubtedly  it  is  a  considerable  asset  to  the  conciliation 
movement  in  convincing  the  public  that  their  proceedings  are 
open  and  above  board  and  in  winning  support  for  the  side  which 
has  the  right  of  it. 

The  order  of  business.  The  order  of  business  consists  of  the 
report  of  the  credentials  committee,  report  of  the  rules  and  regu¬ 
lations  committee,  appointment  of  the  scale  committee,  report  of 
the  scale  committee,  and  adjournment.  This  appears  rather  a 
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simple  order  of  business,  but  what  seems  at  the  most  to  be  a  few 
days’  work  has  lengthened  into  weeks  at  critical  times  in  the 
industry.  After  the  report  of  the  credentials  committee  has  been 
accepted,  each  side  learns  what  the  other  is  expecting  by  the 
presentation  of  formal  demands.  These  demands  generally  per¬ 
tain  to  an  increase  or  decrease  in  the  mining  rate,  uniform  mining 
system  (the  miners  generally  asking  for  mine-run  rather  than 
screen  system),  uniform  wage  scale  for  outside  and  inside  day 
labor,  differential  per  ton  between  pick  and  machine  mining,  ad¬ 
vance  in  payment  for  yardage  and  deadwork,  a  check-off  system 
by  which  the  dues  and  assessments  are  deducted  from  the  miners’ 
wages  and  paid  to  the  United  Mine  Workers,  settlement  of  inter¬ 
nal  difficulties  and  inequalities  in  the  various  districts,  etc.  Dis¬ 
cussion  of  these  demands  brings  out  the  dissatisfaction  that  both 
sides  have  felt  during  the  life  of  the  previous  agreement,  and  one 
would  imagine  that  such  diametrically  opposite  views  as  are  there 
expressed  could  never  be  reconciled.  On  a  vote  to  accept  either 
the  miners’  or  the  operators’  demands,  the  miners  vote  unani¬ 
mously  one  way  and  the  operators  unanimously  the  other.  If  the 
demands  had  to  be  reconciled  there  in  open  convention,  they 
probably  never  would  be  settled,  but  the  machinery  of  the  scale 
committee  is  now  set  in  motion,  and  the  discussion  is  carried  on 
by  thirty-two  men  and  their  alternates  instead  of  by  several  hun¬ 
dred.  The  convention  adjourns  subject  to  call  by  the  scale  com¬ 
mittee  (or  chairman)  when  the  committee  is  ready  to  report.  The 
scale  committee  is  governed  by  the  rules  of  the  convention,  and 
here  the  minutest  details  of  the  industry  are  taken  up.  It  does 
not  take  long  for  each  party  to  discover  that  there  are  two  sides 
to  every  question  which  is  brought  forward.  The  only  hope  for 
an  agreement  lies  in  a  willingness  to  recede  from  the  arbitrary 
positions  which  each  side  has  taken.  Usually  each  side  has  cer¬ 
tain  demands  which  it  will  not  withdraw,  but  others  which  it  is 
willing  to  trade  on.  These  demands  are  generally  discovered  by 
discussion  and  consideration,  in  the  form  of  a  motion  of  the  formal 
demands  that  each  has  presented.  Both  sides  are  desirous  of 
carrying  full  and  unanimous  conviction  of  the  reasonableness  of 
their  demands  before  they  are  allowed  to  come  to  vote,  for  they 
always  have  hanging  over  them  the  knowledge  that  one  dissenting 
vote  will  kill  their  proposition.  Here  one  has  a  chance  to  see  all 
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the  foibles  of  human  nature  at  play,  but  withal  mixed  up  with 
banter  and  good  fellowship.  Out  of  it  comes  a  respect  for  the  man 
for  his  real  worth.  Both  sides  realize  that  they  cannot  be  gov¬ 
erned  by  the  personal  concessions  they  are  willing  to  make,  for 
ultimately  they  are  held  responsible  by  their  constituents.  They 
must  present  an  agreement  to  the  convention  that  both  sides  feel 
will  be  accepted  and  lived  up  to  by  the  rank  and  file.  If  the  scale 
committee  reaches  an  agreement,  the  convention  is  called  to  order 
and  the  report  of  the  committee  presented.  If  there  is  any  dis¬ 
satisfaction  it  is  sure  to  be  heard,  but  the  leaders  of  both  sides  on 
the  scale  committee  defend  their  course  of  action  and  advise  ac¬ 
ceptance  of  the  agreement  that  has  been  reached.  If  the  scale 
committee  has  been  unable  to  agree,  this  is  reported  to  the  con¬ 
vention  and  there  is  another  period  of  general  discussion  in  the 
conference. 

The  leaders  of  the  miners  prove  themselves  just  as  capable  and 
well  informed  as  the  best  of  the  operators.  It  was  in  1902  that 
the  miners  established  a  department  of  statistics  to  keep  them¬ 
selves  in  touch  with  prices  and  conditions  of  trade.  They  have 
used  the  information  obtained  in  this  manner  in  a  very  effective 
way.  In  1906,  when  the  operators  offered  to  open  their  books  for 
inspection,  that  a  scale  might  be  made  on  the  basis  of  profits  and 
selling  prices,  Mr.  Mitchell  very  properly  wished  to  know  the 
connection  between  the  coal  companies  and  the  railroads,  who 
owned  the  stock,  and  how  much  of  the  profits  of  the  coal  com¬ 
panies  were  absorbed  to  pay  freight  rates,  etc.  At  the  most 
critical  times  and  when  the  heat  of  the  discussion  runs  highest 
the  speaker  on  the  floor  is  given  a  fair  hearing.  We  give  here  a 
report  of  a  convention  incident: 

Mr.  -  (evidently  from  the  miners’  side,  interrupting 

Mr.  R.,  an  operator).  What  are  you  doing,  Mr.  R.? 

Mr.  R.  I  am  working,  and  you  would  be  a  great  deal 
better  off  if  you  were  doing  the  same  thing. 

Mr.  W.  (miner).  I  protest  against  any  unfair  treatment 
from  this  convention  to  any  man  who  has  the  floor. 

Mr.  D.  (miner).  I  move  that  the  first  man  who  does  any¬ 
thing  of  this  kind  be  put  out.  If  the  operators,  when  Mr. 
Mitchell  or  Mr.  Lewis  were  on  the  floor,  would  act  as  our 
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Mr.  L.  (miner).  I  believe  it  is  time  to  appoint  a  half-dozen 
sergeants-at-arms  in  this  convention.  Any  man  who  inter¬ 
rupts  any  speaker  on  the  floor  ought  to  be  ejected  from  the 
hall,  I  don’t  care  who  he  is. 

Mr.  R.  (operator).  They  needn’t  do  that  to  protect  me;  I 
can  take  care  of  myself. 

Mr.  K.  (chairman).  I  believe  it  is  the  feeling  of  the  mem¬ 
bers  on  both  sides,  with  a  few  exceptions,  that  every  speaker 
should  be  given  a  fair  hearing. 

After  further  discussion  in  general  convention  the  scale  com¬ 
mittee  is  recommitted  to  the  task  of  reaching  an  agreement. 
Such  modifications  as  each  side  are  willing  to  make  are  brought 
forward,  but  here  as  elsewhere  the  unanimous  vote  required  re¬ 
sults  in  a  process  of  elimination  until  something  is  brought  for¬ 
ward  upon  which  all  can  agree.  If  it  becomes  evident  that  such 
a  large  number  as  are  in  the  scale  committee  cannot  agree,  a  sub¬ 
scale  committee,  of  two  operators  and  two  miners  from  each 
State,  is  selected  by  the  scale  committee.  Stenographic  reports 
of  the  convention  and  scale  committee  deliberations  are  made, 
but  no  record  of  the  sub-scale  proceedings  is  kept.  The  last 
thing  that  either  party  wants  is  a  failure  to  agree,  because  it 
means  loss  of  money.  They  realize  that  they  must  get  together 
and  undergo  the  difficult  process  of  changing  their  minds  —  in 
part,  at  least.  Various  sources  of  information  seem  to  indicate 
that  this  is  a  rather  heating  and  exciting  process.  In  the  past  it 
has  been  part  of  a  sort  of  gentlemen’s  agreement  that  the  partici¬ 
pants  should  not  reveal  the  difficult  contortions  some  individuals 
have  had  to  go  through  with  in  order  to  accomplish  this  result, 
but  in  the  conference  of  1910  the  rather  disagreeable  practice  was 
begun  of  making  reference  in  general  conference  to  what  went 
on  in  the  committee  meeting.  This  called  for  an  explanation  on 
the  part  of  the  individual  accused,  with  the  result  that  it  all  went 
down  on  the  record.  It  does  not  look  well,  and  is  likely  to  cause 
distrust.  The  sub-scale  committee  is  appointed  with  the  feeling 
that  it  is  a  last  resort.  When  it  brings  forth  an  agreement  after 
much  labor  and  discussion,  its  report  is  accepted  by  both  the 
scale  committee  and  the  convention.  Neither  side  has  received 
all  it  wanted,  but  each  feels  that  it  has  obtained  all  it  can  get  and 
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that  work  may  as  well  begin  on  this  basis.  In  cases  where  even 
the  sub-scale  committee  has  failed  to  agree,  the  convention  has 
adjourned  and  a  suspension  of  work  takes  place  until  the  leaders 
could  succeed  in  getting  together  another  conference. 

Results  of  collective  bargaining.  During  the  time  the  joint 
agreement  has  been  in  force  it  has  not  been  without  its  fruits  for 
both  sides.  The  operators  have  been  able  to  maintain  more  stable 
industrial  conditions  and  less  fluctuation  in  prices.  The  miners 
have  been  able  to  build  up  an  organization  which  has  bettered 
their  conditions  and  helped  the  operators  to  equalize  competition. 
In  the  Southwest  and  Northwest  the  miners  have  reached  out  and 
forced  state  and  interstate  agreements  whose  scales  are  governed 
largely  by  the  scale  of  the  central  field.  The  miners,  by  extending 
their  organization  so  widely,  have  made  it  possible  for  the  opera¬ 
tors  to  grant  conditions  of  labor  which  they  would  never  have 
conceded  had  they  not  gone  into  effect  generally.  This  is  shown 
by  the  hardship  which  the  various  States  inflict  on  industries  when 
they  pass  laws  compelling  their  industries  to  compete  with  con¬ 
ditions  in  other  States  where  such  laws  do  not  exist.  The  joint 
movement  has  brought,  by  unity  of  action,  the  abolition  of  com¬ 
pany  stores  and  company  tenements,  the  inauguration  of  the 
eight-hour  day,  regulation  of  screens,  equalization  of  wages  of 
different  classes,  and  the  improvement  of  working  conditions  and 
safety  appliances.  Dockage  has  been  lessened  and  checkweigh- 
men  are  employed,  so  that  the  miner  is  paid  for  the  coal  he  pro¬ 
duces.  The  principle  of  conciliation  is  ramifying  every  part  of 
the  industry,  strikes  have  been  lessened,  and  the  movement  is 
working  out  a  better  understanding  of  the  difficulties  with  which 
both  sides  have  to  contend. 

Although  capitalization,  production,  number  of  mines,  and  the 
total  of  employees  in  the  industry  continued  to  increase,  wages 
did  not  rise  to  a  new  level  until  collective  bargaining  became  ef¬ 
fective.  When  wages  are  once  on  this  level  we  see  no  steady  ab¬ 
sorption  of  the  value  of  the  product,  but  wages  fluctuate  with  the 
varying  prosperity  of  the  industry.  In  fact  labor  is  engaged  in  a 
constant  struggle  to  maintain  this  new  level  and  make  wages  more 
responsive  to  changes  in  prices  and  cost  of  living. 

There  are  several  factors  which  make  this  struggle  difficult 
We  have  seen  that  the  effect  of  machinery  has  been'to  decreasr 
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wages  by  helping  to  glut  the  market  and  lessen  the  number  of 
days  the  miners  could  work.  Added  to  this  element  is  the  con¬ 
stant  increase  in  the  number  of  employees,  which  causes  a  further 
reduction  in  the  number  of  working  days  for  those  already  in  the 
industry.  These  conditions  are  made  possible  because  the  de¬ 
mand  does  not  keep  pace  with  the  ability  to  supply  the  market. 
Aside  from  the  advantages  which  might  have  accrued  to  the  oper¬ 
ator  from  the  miner’s  patronage  of  company  stores,  there  is 
another  urgent  reason  for  desiring  to  retain  a  surplus  of  men  on 
the  premises  —  the  seasonal  demand  for  coal.  Further,  it  does 
not  pay  to  mine  coal  and  store  it,  thus  giving  fewer  men  steady 
employment,  for  the  handling  is  a  great  expense  and  the  coal 
deteriorates  in  appearance  and  quality.  For  this  latter  factor  in 
the  situation  the  public  is  largely  responsible  because  consumers 
are  very  slow  about  buying  coal  ahead  of  the  season,  even  though 
they  are  offered  rates  that  are  equal  to  good  interest  on  the  money 
invested. 

The  full  import  of  the  new  level  of  wages  for  the  worker  is  seen 
when  we  consider  that  in  spite  of  the  reduction  of  possible  working 
days  by  the  above  factors,  we  find  that  in  1911  he  gets  a  larger 
yearly  wage  for  working  167  days  than  he  did  for  229  days  in 
1893.  This  result  is  obtained  by  gradually  forcing  up  the  average 
daily  wage.  The  same  general  principle  is  shown  in  the  other 
States,  though  not  quite  so  strikingly.  The  force  of  collective 
bargaining  is  further  shown  by  the  fact  that  the  prices  paid  for 
mining  were  more  responsive  in  the  bituminous  field  than  in  the 
anthracite  region  and  also  by  the  fact  that  the  general  level  of 
average  daily  wages  in  Illinois  and  Ohio  is  kept  on  a  higher  plane 
than  those  of  West  Virginia.  Another  interesting  consideration 
is  that  in  spite  of  the  eight-hour  day  the  production  continues  to 
increase,  although  the  men  are  working  a  less  number  of  days. 
Besides  the  increased  efficiency  that  may  result  from  shorter 
hours,  the  increased  use  of  machinery  and  a  greater  number  of 
men  in  the  industry  accounts  for  this. 

In  connection  with  the  increase  of  capitalization,  production, 
and  number  of  mines  it  may  be  observed  that  we  have  an  excep¬ 
tion  here  to  one  of  Professor  Moore’s  laws  of  wages,  “that  the 
more  rapid  the  increase  of  capital  in  industry,  the  more  rapidly 
do  wages  increase.”  The  situation  may  be  partly  explained  by 
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another  of  his  laws,  ‘‘that  the  fluctuations  of  wages  about  their 
general  trend  are  inversely  correlated  with  the  machine  power 
with  which  the  laborers  work.”  But  the  trouble  is  that  there  is 
not  a  general  trend,  and  the  only  power  which  the  laborer  has  to 
make  wages  respond  to  prosperity  is  his  united  stand  for  higher 
wages.  Nor  in  this  case  does  the  “rate  of  wages,  amount  of  em¬ 
ployment,  and  length  of  the  working  day”  necessarily  improve 
“with  the  increasing  concentration  of  industry,”  but  rather  with 
the  increase  of  the  bargaining  power  of  the  laborer. 

6.  Conciliation  and  Arbitration  in  the  United  States  1 

State  laws.  In  the  United  States  most  of  the  individual  States 
have  legislation  dealing  with  industrial  disputes.  In  one  of  them, 
Wyoming,  there  is  a  constitutional  provision  to  that  effect.  It  is 
impossible  here  to  give  any  detailed  analysis  of  the  voluminous 
State  legislation  on  this  subject.  Most  of  the  States  have  per¬ 
manent  boards  of  conciliation  and  arbitration.  These  boards,  as 
a  rule,  consist  of  two  to  six  members.  The  usual  number  is  three. 
Usually  the  State  law  provides  that  one  member  shall  be  repre¬ 
sentative  of  employees.  All  but  two  States  provide  for  the 
representation  of  employers.  In  some  States  the  particular  local 
circumstances  have  dictated  a  peculiar  constitution,  e.g.,  in  Okla¬ 
homa  the  farmers  are  represented  on  the  board.  In  several 
States  not  more  than  two  members  of  the  board  may  be  chosen 
from  the  same  political  party.  In  some  States  the  Labor  Com¬ 
missioner  acts  as  a  board  of  conciliation  or  as  a  mediator.  In 
States  with  industrial  commissions  a  mediator  is  usually  ap¬ 
pointed  with  temporary  powers  for  arbitration. 

It  may  be  noted  that  a  favorite  instrument  of  labor  adminis¬ 
tration  in  America  has  been  the  industrial  commission  of  inquiry. 
For  many  years  the  various  Governments  in  America  have  con¬ 
ducted  systematic  inquiries  into  labor  conditions  and  problems. 
During  the  period  1910  to  1915  there  were,  in  all,  close  on  thirty 
State  commissions  and  one  Federal  commission  in  the  United 
States,  the  purpose  of  which  was  to  study  industrial  accidents 
and  workmen’s  compensation  law.  Notable  amongst  these  com¬ 
missions  has  been  the  Factory  Investigation  Committee  of  New 

1  From  Conciliation  and  Arbitration,  by  R.  N.  Gilchrist,  chap,  vi,  pp.  164-72. 
Bulletin  of  Indian  Industries  and  Labor,  no.  23. 
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York,  the  reports  of  which  led  to  the  enactment  of  a  large  number 
of  labor  laws.  These  commissions  originated  usually  in  the  de¬ 
mands  of  private  parties  for  legislation  or  for  inquiry,  and  the  re¬ 
ports  have  served  a  very  useful  purpose  in  providing  information 
to  the  public  on  labor  matters  and  in  aiding  the  legislatures. 

In  regard  to  compulsion  the  practice  of  the  various  States  is  by 
no  means  uniform.  Compulsory  investigation  is  provided  for  in 
several  States.  In  these  cases  the  State  Board  of  Arbitration 
must  conduct  an  investigation  on  the  occurrence  of  certain  cir¬ 
cumstances  as  prescribed  in  the  State  law.  These  circumstances 
may  be  failure  to  settle  a  dispute  by  mediation  or  arbitration,  or  a 
demand  by  the  Governor,  or  when  the  dispute  is  brought  to  the 
knowledge  of  the  board.  In  other  States  such  investigation  is  not 
obligatory,  but  may  be  carried  out.  In  New  York  the  Industrial 
Commission  may  direct  that  such  an  investigation  should  take 
place.  In  some  States  compulsory  investigation  may  be  em¬ 
ployed  when,  after  both  parties  refuse  to  go  to  arbitration,  the  dis¬ 
pute  is  likely  to  cause  inconvenience  to  the  public,  in  other  States 
simply  when  both  parties  cannot  agree  to  go  to  arbitration.  In 
one  or  two  cases  compulsory  investigation  must  take  place  when¬ 
ever  a  dispute  occurs. 

The  practice  also  varies  in  regard  to  the  enforcement  of  awards. 
In  some  States,  if  arbitration  has  been  agreed  upon  by  both 
parties,  the  award  is  obligatory.  In  some  cases  a  breach  of  the 
award  may  be  treated  as  contempt  of  court.  In  other  cases  an 
option  is  given  of  a  fine  or  imprisonment. 

It  may  be  noted  that  in  only  one  State,  Colorado,  has  the  prin¬ 
ciple  of  the  Canadian  Act  been  adopted.  But  in  several  States  a 
voluntary  agreement  to  go  to  arbitration  must  include  a  promise 
to  abstain  from  a  strike  or  lockout  pending  the  arbitration  pro¬ 
ceedings.  In  some  States  notice  must  be  given  of  an  intention  to 
stop  work.  In  others,  strikes  during  arbitration  and  for  some 
time  after  an  award,  without  a  specific  number  of  days’  notice, 
are  altogether  unlawful,  and  render  the  organizers  and  partici¬ 
pants  liable  to  damages. 

Federal  Acts.  In  the  United  States  there  have  been  passed 
five  principal  Federal  Acts  dealing  with  industrial  disputes.  The 
first  Act  was  passed  in  1 888 .  It  provided  for  voluntary  arbitration 
on  the  initiative  of  the  President,  with  compulsory  investigation 
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and  the  publication  of  the  decision  of  the  investigating  authority. 
This  Act  empowered  the  President  to  appoint  two  commissioners, 
who,  acting  with  the  United  States  Commissioner  of  Labor,  could 
investigate  disputes  and  make  a  report.  This  investigation 
could  be  made  on  the  application  of  either  of  the  parties  con¬ 
cerned,  or  on  that  of  the  Governor  of  the  State  in  which  the  dis¬ 
pute  took  place,  or  on  the  President’s  own  initiative.  This  Act 
was  practically  never  brought  into  operation. 

Erdman  Act.  The  second  Act,  the  Erdman  Act,  was  passed  in 
1898.  This  Act  repealed  the  1888  Act.  The  Erdman  Act  ap¬ 
plied  specifically  to  transport  workers.  When  a  dispute  was 
threatened,  the  Chairman  of  the  Interstate  Commerce  Com¬ 
mission  and  the  United  States  Commissioner  of  Labor,  on  the 
application  of  either  party,  were  enjoined  to  make  an  attempt  to 
settle  the  dispute  by  mediation.  If  mediation  was  unsuccessful, 
it  was  the  duty  of  the  mediators  to  try  to  bring  the  case  to  arbi¬ 
tration.  If  the  parties  agreed,  a  board  of  arbitration  of  three 
members  was  formed;  one  represented  each  party,  and  the  third 
was  nominated  by  these  two,  or,  failing  their  nomination,  he  was 
nominated  by  the  Commissioner.  The  award  of  this  court  was 
made  binding,  and  neither  side  was  permitted  to  cease  work  for 
three  months  after  the  award  without  at  least  thirty  days’  notice. 
It  was  directed  that  each  award  should  continue  in  operation  for 
at  least  one  year  and  that  no  new  arbitration  should  take  place 
on  the  subject  during  that  time.  The  arbitrators  were  given 
powers  of  compulsory  investigation.  Violation  of  the  compulsory 
clauses  made  the  guilty  parties  liable  to  damages. 

In  actual  practice,  although  the  arbitration  clauses  were  re¬ 
garded  as  the  most  important  features  of  this  Act,  the  mediation 
provisions  proved  of  most  value.  Conferences  were  arranged 
with  the  parties  separately.  Neither  party  knew  what  the 
other  was  doing,  and  a  joint  meeting  was  held  only  after  a  settle¬ 
ment  had  been  reached  or  the  parties  had  decided  to  go  to  arbi¬ 
tration.  These  conferences  proved  to  be  much  more  useful  than 
the  judgments  given  in  the  few  cases  in  which  the  arbitration 
machinery  was  invoked.  In  all,  during  the  currency  of  the  Act, 
only  twelve  cases  were  submitted  to  arbitration,  of  which  only 
eight  passed  the  mediation  stage.  Four  of  the  cases  were  sub¬ 
mitted  directly.  It  is  reported  that  in  these  twelve  cases,  in  only 
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three  instances  were  the  two  arbitrators  nominated  by  the  parties 
concerned  able  to  agree  on  the  third  member.  But  it  is  noted 
that,  where  an  arbitration  award  was  actually  given,  there  is  no 
case  reported  of  an  actual  breach  of  the  award.  From  1898  to 
1912,  in  all,  forty-eight  applications  for  mediation  or  arbitration 
were  received.  Of  the  44  cases  in  which  mediation  was  invoked, 
only  eight  ultimately  went  to  arbitration. 

Newlands  Act.  The  third  Act,  the  Newlands  Act,  was  passed 
in  1913.  In  this  Act  provision  is  made  for  a  Commissioner  of 
Mediation  and  Conciliation,  to  be  appointed  for  seven  years  by 
the  President,  with  the  advice  and  consent  of  the  Senate.  This 
Act  enjoins  the  President  to  nominate  two  other  Government  of¬ 
ficials  who,  acting  with  the  Commissioner,  constitute  the  United 
States  Board  of  Mediation  and  Conciliation.  Provision  is  also 
made  for  the  appointment  of  an  Assistant  Commissioner.  The 
duties  of  this  Board  of  Mediation  and  Conciliation,  as  prescribed 
in  the  Act,  are  similar  to  those  prescribed  in  the  previous  Acts, 
but  the  Newlands  Act  gives  more  detailed  statutory  prescriptions 
in  regard  to  the  procedure  and  form  of  arbitration.  The  Board 
was  empowered  to  offer  its  services  in  any  dispute  which  was 
likely  to  lead  to  the  interruption  of  traffic,  and,  on  the  failure  of 
mediation,  a  board  of  arbitration  was  to  be  formed  with  either 
three  of  six  arbitrators.  With  the  consent  of  both  parties  the 
board  of  arbitration  was  given  powers  of  compulsory  investiga¬ 
tion. 

Later  developments.  The  Newlands  Act  did  not  have  a  long 
life.  It  broke  down  in  1916,  when  a  railway  dispute  required  the 
special  intervention  of  Congress.  The  Board  of  Mediation  and 
Conciliation  offered  to  mediate  in  the  dispute  after  the  parties  had 
failed  to  agree  to  go  to  arbitration  and  a  date  had  been  fixed  for  a 
strike.  The  mediation  failed,  and,  to  save  the  situation,  the 
President  tried  to  compromise  by  offering  the  concession  of  an 
eight-hour  day  and  a  commission  to  examine  the  other  points  in 
dispute.  The  men  agreed,  but  the  managers  demurred.  As  a 
result,  Congress  passed  an  Act,  the  Adamson  Act,  which  incor¬ 
porated  the  proposals  of  the  President.  Later  in  the  same  year, 
the  Newlands  Act  again  broke  down,  and  compulsory  Federal 
legislation  was  contemplated.  The  entry  of  America  into  the 
war,  however,  turned  the  attention  of  Congress  to  more  urgent 


5i6  AGENCIES  OF  INDUSTRIAL  PEACE 

matters.  Under  war  conditions  the  failure  of  the  Newlands  Act 
was  covered  up  by  emergency  war  measures.  The  railways  to  all 
intents  and  purposes  were  taken  over  by  the  Government.  A 
wage  board  was  set  up  to  advise  on  railwaymen’s  wages,  and 
boards  of  adjustment,  on  which  there  was  equal  representation  of 
workers  and  the  administration,  were  created  to  settle  disputes. 
A  division  of  labor,  at  the  head  of  which  was  a  railway  union 
official,  was  created  to  act  as  a  connecting  link  between  the 
boards  and  the  men.  These  boards  proved  acceptable  to  the  men, 
who,  it  may  be  noted,  steadfastly  refused  to  submit  their  cases  to 
arbitrators. 

A  fourth  agency  for  settling  disputes  was  set  up  in  1913,  when 
the  Department  of  Labor  was  created.  The  Act  creating  the 
Department  empowers  the  Secretary  of  Labor  to  act  as  a  medi¬ 
ator  and  to  appoint  conciliation  commissioners  when  he  considers 
that  such  appointment  is  necessary  in  the  interests  of  industrial 
peace.  Power  is  given  in  the  Act  to  refer  cases  to  arbitration 
when  mediation  fails,  but  the  mediators  do  not  act  as  arbitrators. 
From  1915  to  1919,  nearly  3650  cases  were  dealt  with  by  the  Sec¬ 
retary  of  Labor,  and  of  these  agreements  were  effected  in  nearly 
2550  cases.  In  the  first  year  after  the  armistice  1780  cases,  of 
which  1223  were  settled,  were  dealt  with  by  the  departmental 
machinery. 

Railroad  Labor  Board.  The  purely  war  machinery,  the  chief 
part  of  which  was  the  National  War  Labor  Board,  need  not  con¬ 
cern  us  here.  In  the  Transportation  Act  of  February,  1920,  how¬ 
ever,  we  have  an  interesting  peace-time  measure,  the  fifth  of  its 
kind,  which  incorporates  some  of  the  war-time  lessons.  The 
main  features  of  this  measure,  which  declares  that  it  is  the  duty 
of  railwaymen  to  do  all  they  can  to  avoid  interruption  of  traffic, 
are:  (a)  if  a  dispute  arises,  if  possible  it  must  be  decided  in  a  con¬ 
ference  representative  of  both  sides  j  ( b )  if  grievances  regarding 
rules  and  working  conditions  cannot  be  settled  in  this  way,  they 
must  go  before  boards  of  adjustment,  to  be  established  by  agree¬ 
ment  between  any  railway  or  group  of  railways  and  its  employees. 
The  composition  of  the  boards  is  left  mainly  to  the  parties  them¬ 
selves.  The  Railway  Labor  Board,  the  management,  the  organ¬ 
ized  workers,  or  a  hundred  workers  by  a  written  petition  may  set 
the  machinery  in  motion.  The  Act  also  establishes  a  Railway 
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Labor  Board.  This  is  the  final  court  for  the  settlement  of  railway 
disputes.  The  members  of  the  Board,  nine  in  number,  equally 
representative  of  workmen,  employers,  and  the  public,  are  ap¬ 
pointed  for  five  years.  The  representatives  of  employers  and 
workmen  are  chosen  from  a  list  of  nominees  (not  less  than  six) 
submitted  by  their  respective  groups.  .  During  their  tenure  of 
office  the  members  cannot  be  active  members  of  unions  or  have 
financial  interest  in  railway  stock.  Cases  may  be  referred  di¬ 
rectly  to  the  Board,  or  after  failure  of  reference  to  the  boards  of 
adjustment.  Decisions  are  by  majority  vote,  but  in  cases  di¬ 
rectly  referred  to  the  Board,  at  least  one  of  the  representatives  of 
the  public  must  agree  to  the  decision.  It  may  also  be  noted  that 
the  Board  is  empowered  to  revise  a  decision  of  an  earlier  con¬ 
ference,  if  that  decision  is  likely  to  increase  costs  and  to  raise 
railway  rates. 

The  powers  and  duties  of  the  Board  of  Mediation  and  Concili¬ 
ation  (established  in  19x3)  do  not  extend  to  any  dispute  which  is 
received  for  hearing  by  an  adjustment  board  or  by  the  Railway 
Labor  Board. 

One  of  the  notable  features  of  this  Act  is  the  place  it  gives  to 
the  public,  the  third  party  in  disputes.  In  public-utility  services 
like  railways  this  aspect  of  the  American  Federal  law  is  coming 
more  and  more  into  prominence,  and  many  American  observers 
look  with  much  favor  on  the  compulsory  investigation  provisions 
of  the  well-known  Lemieux  Act  of  Canada. 

From  a  survey  of  American  legislation  it  appears  that  the  best 
results  have  been  achieved  by  conciliation  or  mediation.  Even  in 
the  war,  compulsory  arbitration  was  avoided,  save  in  a  few  ex¬ 
treme  cases.  Up  to  the  present,  the  powers  of  compulsory  inves¬ 
tigation  and  public  report  which  are  granted  by  many  of  the 
American  laws  have  been  little  used,  though  much  favored  in 
certain  quarters.  It  is  stated  that  the  American  worker  is  still 
very  suspicious  of  the  impartiality  and  ability  of  the  American 
official,  whether  Federal  or  State. 

The  Kansas  Court.  Special  note  may  be  made  of  the  Kansas 
law,  which  has  attracted  wide  attention  in  America,  and  the 
Colorado  law,  the  only  law  in  the  United  States  drawn  up  on  the 
basis  of  the  Canadian  Industrial  Disputes  Investigation  Act. 

The  Kansas  law,  which  was  passed  in  January,  1920,  was  the 
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result  of  a  strike  of  coal  miners.  It  met  with  strong  opposition 
from  both  capital  and  labor,  but  Louisiana,  Texas,  Michigan, 
New  Jersey,  Oklahoma,  and  Illinois  have  drafted  bills  on  the 
Kansas  model.  The  Kansas  law  sets  up  a  Court  of  Industrial 
Relations.  This  Court  is  composed  of  three  judges  appointed  for 
three  years  by  the  State  Governor.  The  Kansas  Court  is  not  a 
joint  but  a  neutral  body.  The  interests  of  the  consumers  and  the 
public  are  chiefly  represented.  The  scope  of  the  law  explains  the 
neutral  nature  of  the  Court.  The  Act  declares  that  a  large  num¬ 
ber  of  public  utility  services  and  industries  concern  the  public 
interest,  and,  therefore,  ought  to  be  subject  to  supervision  by 
the  community  as  organized  in  the  Government.  Food  pro¬ 
duction,  the  manufacture  of  clothes,  transport  services,  mining 
and  production  of  fuel,  all  come  within  the  ambit  of  the  law. 
When  a  dispute  arises  in  any  of  these  industries,  the  Industrial 
Court,  on  its  own  initiative  or  on  the  request  of  any  ten  citizens 
in  the  locality  who  pay  taxes,  may  summon  the  parties  to  appear 
before  it  and  inquire  into  the  conditions  of  the  industry  affected. 
The  Court  is  enjoined  by  law  to  lay  down  the  conditions  on  which 
the  industry  is  to  be  conducted.  The  Court  may  also  enforce  its 
decision  by  bringing  a  suit  in  the  Supreme  Court  to  compel  com¬ 
pliance.  Provision  is  made  for  appeal  against  unreasonable 
orders.  Strikes,  picketing,  and  the  boycott  are  prohibited,  but 
the  right  of  workmen  to  leave  their  work  individually  is  not  pro¬ 
hibited.  If  an  actual  strike  or  lockout  takes  place  in  any  of  the 
industries  within  the  scope  of  the  Act,  the  Court  is  empowered  to 
take  the  industry  over  and  operate  it  by  itself.  This  is  a  novel 
experiment  which  deserves  more  than  passing  notice.  The  perti¬ 
nent  section  of  the  Act  runs  thus: 

In  case  of  the  suspension,  limitation,  or  cessation  of  the 
operation  of  any  of  the  industries,  employments,  public  utili¬ 
ties  or  common  carriers  affected  by  this  Act,  contrary  to  the 
provisions  hereof,  or  to  the  orders  of  said  court  made  here- 
under,  .if  it  shall  appear  to  said  court  that  such  suspension, 
limitation,  or  cessation  shall  seriously  affect  the  public  welfare 
by  endangering  the  public  peace  or  threatening  the  public 
health,  then  said  court  is  hereby  authorized,  empowered  and 
directed  to  take  proper  proceedings  in  any  court  of  compe- 
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tent  jurisdiction  of  this  State  to  take  over  control,  direct 
and  operate  said  industry,  employment,  public  utility  or 
common  carrier  during  such  emergency:  Provided,  that  a  fair 
return  and  compensation  shall  be  paid  to  the  owners  of  such 
industry,  employment,  public  utility  or  common  carrier,  and 
also  a  fair  wage  to  the  workers  engaged  therein,  during  the 
time  of  such  operation  under  the  provisions  of  this  section. 

This  section  of  the  Kansas  law  is,  of  course,  meant  to  provide 
against  stoppages  of  work  in  public  utility  industries  and  services; 
but  it  may  contain  the  key  to  the  solution  of  the  more  general 
question  of  cessation  of  work,  either  by  lockout  or  strike.  The 
Kansas  Industrial  Court,  as  has  been  noted,  is  a  neutral  authority. 
In  the  early  stages  of  a  lockout  or  strike  the  feelings  of  the  parties 
are  usually  too  embittered  to  allow  them  to  settle  matters  coolly 
and  amicably.  The  parties  are  like  belligerent  nations.  Con¬ 
fident  of  success,  each  refuses  to  give  way  till  the  burden  of  war 
becomes  irksome  or  unbearable.  The  process  of  “  climbing  down  ” 
is  unpalatable.  The  psychological  is  almost  as  necessary  as 
the  industrial  solution.  The  stubbornness,  confidence,  and 
self-righteousness  of  the  parties  coincide  with  a  real  desire  for 
settlement.  The  employer  does  not  wish  to  close  his  works  and 
lose  his  profits;  the  employee  has  no  wish  to  lose  his  wages.  Both 
parties  would  be  glad  to  see  the  works  going  could  a  means  be 
devised  which  would  not  injure  their  vanity  or  prospects  of  a  suc¬ 
cessful  issue  to  the  fight. 

A  possible  method  of  keeping  the  works  going  is  for  a  neutral 
authority  to  step  in,  and,  without  prejudice  to  either  party,  take 
over  the  industry  till  the  whole  matter  is  threshed  out  and  a  set¬ 
tlement  reached.  The  arrangements  of  terms  of  wages  and  re¬ 
turns  on  capital  should  not  be  beyond  the  wit  of  man.  This  solu¬ 
tion,  at  least,  would  take  the  edge  off  the  belligerent  feelings  of  the 
parties,  and  would  prepare  the  psychological  ground  for  the  final 
industrial  settlement. 

It  may  be  added  that  employers  and  employees  in  industries 
not  covered  by  the  Act  may  voluntarily  refer  disputes  to  the  In¬ 
dustrial  Court.  The  Act  also  authorizes  judges  of  the  Court  to 
make  a  special  study  of  industrial  conditions  in  Kansas  or  other 
States  or  countries. 
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Colorado  law.  The  Colorado  law  of  1915  empowers  the  In¬ 
dustrial  Commission  to  inquire  into  a  dispute  and  make  an  award, 
which  is  not  obligatory.  No  change  of  terms  of  employment  and 
no  strike  or  lockout  may  take  place  unless  thirty  days’  notice  is 
given  and  until  an  inquiry  takes  place  (if  the  inquiry  takes  place 
within  the  time  of  notice) .  The  Colorado  Act,  unlike  the  Lemieux 
Act,  is  not  confined  to  public  utilities.  It  covers  all  workers  save 
those  in  agriculture  and  domestic  service,  and  in  establishments 
where  less  than  four  hands  are  employed.  The  reports  on  the 
working  of  the  Act  show  that  it  has  been  as  successful  as  any 
piece  of  similar  legislation  in  the  world.  In  very  few  cases  have 
strikes  taken  place  against  the  law,  and  in  many  cases  the  law  has 
completely  prevented  strikes.  In  only  9  cases  out  of  T45  did 
strikes  take  place  without  the  statutory  notice.  The  Industrial 
Commission  has  also  been  very  successful  in  settling  disputes, 
either  by  its  own  awards  or  by  conferences  convened  at  the  in¬ 
stance  of  the  Commission. 

Movement  toward  outlawing  strikes.  In  the  State  of  Nebraska, 
the  constitution  was  recently  amended  to  permit  of  the  passing 
of  laws  to  regulate  industrial  disputes  and  to  prevent  unfair  gains 
in  any  industry  or  calling  affecting  the  public  interest.  Anti¬ 
strike  legislation  is  also  reported  to  be  under  consideration  in 
Oregon  and  Montana.  The  “Open-Port  Act”  of  Texas,  passed 
in  October,  1920,  makes  arbitration  compulsory  for  transport 
services,  and  some  other  industries  connected  with  transport. 
The  prohibition  of  picketing  is  an  outstanding  feature  in  several 
of  these  proposed  laws.  The  States  of  New  York,  Tennessee,  and 
Missouri  have  drafted  bills  on  the  model  of  a  bill  drafted  by  the 
League  of  Industrial  Rights,  a  body  representative  of  employers. 
This  bill  seeks  to  make  illegal  strikes  and  lockouts  (a)  in  public 
utility  services,  (b)  in  violation  of  agreements  or  arbitration 
awards,  (c)  without  reasonable  notice,  and  ( d )  sympathetic  lock¬ 
outs  or  strikes.  The  bill  also  proposes  to  make  picketing,  adver¬ 
tising,  and  other  methods  of  furthering  such  disputes  illegal. 

An  anti-strike  bill  was  also  recently  reintroduced  into  Congress. 
This  bill,  which  failed  to  pass  last  year,  provides  a  maximum  pen¬ 
alty  of  ten  thousand  dollars,  or  ten  years’  imprisonment,  or  both, 
for  acts  deliberately  obstructing  the  movement  of  commodities  in 
interstate  or  foreign  commerce,  or  in  any  way  attempting  to  in- 
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duce  employees  of  transportation  services  and  industries  to  leave 
their  employment.  It  also  lays  down  penalties  for  persons  in¬ 
juring  or  destroying  equipment  used  in  interstate  commerce. 
The  compulsory  tendencies  of  recent  American  legislation  are 
strongly  opposed  by  the  trade  unions. 

Mr.  Davis,  the  new  Secretary  of  Labor  of  the  United  States, 
declared  last  April  that  his  policy  is  to  be  “stopping  labor  dis¬ 
putes  before  they  begin.”  He  intends  to  propose  to  Congress  a 
plan  to  maintain  a  special  conciliation  expert  for  each  of  fifteen  in¬ 
dustrial  groups.  These  groups  are  mining,  steel  and  iron,  petro¬ 
leum,  packing-house,  timber,  leather,  textiles,  building,  metal 
manufacturing,  public  utilities,  needle  trades,  water  transporta¬ 
tion,  wholesale  and  retail  trades,  publishing,  and  miscellaneous 
trades.  These  conciliators,  who  are  to  possess  expert  knowledge 
of  the  industry  with  which  they  deal,  are  to  spend  their  time 
making  adjustments  in  labor  disputes  before  the  disputes  reach 
an  acute  stage. 

7.  Summary  of  Experience  with  Conciliation,  Mediation, 

and  Arbitration  1 

The  foregoing  survey  of  modern  methods  of  industrial  peace 
has  established  one  central  truth,  namely,  that  there  is  no  abso¬ 
lutely  successful  method  of  preventing  industrial  strife.  It  is 
true  that  the  various  systems  which  have  been  analyzed  have  not 
exhausted  the  possibilities  of  such  methods.  It  has  been  noted 
that  for  a  time  the  system  of  sliding  scales  was  extensively  adopted 
in  England.  Other  methods  of  payment  have  been  devised  from 
time  to  time  to  harmonize  the  relations  of  employers  and  em¬ 
ployees.  But  these  methods,  like  the  methods  of  industrial  peace 
we  have  been  studying,  have  been  unable  to  bring  unqualified 
peace  to  industry.  A  more  detailed  examination  of  the  methods 
of  industrial  remuneration,  including  profit-sharing  and  co¬ 
partnership,  is  left  for  a  subsequent  chapter. 

Contrast  between  conciliation  and  arbitration.  The  main 
issue  in  conciliation  and  arbitration  is  between  force  and  volun¬ 
tary  methods.  Compulsion  has  many  advocates,  whose  atti¬ 
tudes  vary  from  an  uncompromising  enmity  to  all  strikes  and 

1  From  Conciliation  and  Arbitration,  by  R.  N.  Gilchrist,  chap,  x,  pp.  221-28. 
Bulletin  of  Indian  Industries  and  Labor,  no.  23. 
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lockouts  to  a  modified  antagonism  only  to  strikes  in  public 
utility  services  or  to  strikes  the  causes  of  which  have  not  been  in¬ 
vestigated.  At  the  moment,  the  temper  of  the  world  as  a  whole  is 
hesitating  between  voluntary  methods  and  the  modified  compul¬ 
sion  of  the  Canadian  Lemieux  Act.  The  more  thorough  compul¬ 
sion  of  Australia  does  not  seem  to  be  gaining  in  popularity.  Even 
in  Australia  there  are  signs  that  compulsion  may  be  modified  by 
the  more  democratic  methods  of  Whitley  Councils.  On  the  other 
hand,  the  Kansas  compulsory  measure  indicates  a  contrary  tend¬ 
ency  in  the  United  States. 

The  public’s  interest.  One  thing  is  very  evident.  In  the 
aftermath  of  war,  the  number  of  strikes  has  been  legion.  They 
have  occurred  in  all  quarters  of  the  globe.  Many  of  these  strikes 
have  been  national  in  extent.  Several  attempts  have  been  made 
at  international  strikes.  Individual  industries  and  national 
services  have  alike  been  implicated.  From  the  welter  emerges  a 
very  clear  universal  demand  that  in  industrial  disputes  the  third 
party,  the  public,  must  be  considered.  More  and  more  is  it 
coming  to  be  recognized  that  employers  and  workers  have  obli¬ 
gations  to  the  public  as  well  as  to  themselves.  The  more  they 
strike  the  more  they  strengthen  the  power  of  the  organization 
which  represents  the  community,  viz.,  Government.  Many 
strikes  in  the  last  two  or  three  years  have  been  political.  They 
have  been  in  the  nature  of  “ direct  action”  to  force  Government 
to  adopt  some  policy  dictated  by  the  workers.  At  the  present 
stage  of  industrial  development  the  workers  of  the  world  are  not 
sufficiently  organized,  nor  is  the  word  “worker”  sufficiently  de¬ 
fined,  to  secure  either  such  national  or  such  international  har¬ 
mony  among  themselves  as  could  force  Governments  to  definite 
action.  The  stronger  such  attempts  become  the  more  will  the 
community  demand  recognition  of  its  own  rights  as  against  the 
demands  of  sections,  and  the  more  powerful  will  become  the  agent 
of  the  community,  or  Government.  To  attempt  a  forecast  of 
how  far  the  community  will  enforce  compulsion  from  this  point 
Ox  /iew  is  beyond  our  present  limits;  but  the  formation  in  recent 
years  of  various  civic  federations,  patriotic  leagues,  etc.,  to  safe¬ 
guard  essential  industries  is  not  without  significance.  Hitherto 
the  public  has  been  passive;  now  it  is  asserting  its  own  claims. 

The  growing  popularity  of  legislation  of  the  Canadian  type* is 
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undoubtedly  due  to  the  claims  of  the  public.  It  has  been  noted 
several  times  in  the  above  survey  that  even  where  there  are  no 
laws  on  the  Lemieux  model,  a  distinction  is  drawn  between  ordi¬ 
nary  industries  and  public-service  utilities  or  basic  industries. 
This  distinction  is  made  in  compulsory  Australia  and  in  the 
voluntary  United  States.  It  is  extending  and  is  likely  to  extend. 

Need  of  expert  governmental  machinery.  Another  point  which 
emerges  from  the  above  study  is  the  necessity  in  all  modern  Gov¬ 
ernments  of  having  highly  organized  labor  machinery  for  the 
administration  of  labor  questions.  Whatever  be  the  powers  of  a 
Government  or  the  utility  of  a  Ministry  in  actually  settling  dis¬ 
putes,  one  point  is  universally  conceded,  viz.,  the  necessity  of  an 
expert  Government  department  for  investigation  and  publicity. 
Government  also  must  act  as  the  central  and  coordinating  author¬ 
ity  in  all  administrative  questions  arising  out  of  labor  laws. 

Compulsion  not  often  successful.  It  is  now  generally  recog¬ 
nized  that  compulsion  is  possible  only  where  it  is  desired  by  the 
common  consciousness.  Even  in  countries  where  labor  politi¬ 
cally  predominates,  compulsion  has  been  unsuccessful.  It  was 
unsuccessful  in  England  during  the  war,  when  many  abnormal 
factors  might  have  been  expected  to  come  to  its  aid.  For  a  legis¬ 
lature  to  force  compulsory  measures  on  an  unwilling  people,  par¬ 
ticularly  unwilling  workers,  would  be  to  court  disaster.  The  law 
might,  indeed,  be  passed ;  it  could  not  be  enforced.  In  theory  no 
doubt  the  State  is  all-powerful,  but  in  practice  Government  can¬ 
not  consistently  go  against  the  popular  consciousness  without 
risk  to  itself.  No  Government  has  yet  had  the  courage  to  carry 
the  penal  clauses  of  compulsory  acts  to  their  legal  conclusion. 
Compulsory  legislation  thus  becomes  inoperative  —  a  pernicious 
evil  in  all  legislation. 

Outcome  always  doubtful.  The  history  of  legislation  for  in¬ 
dustrial  peace  brings  out  another  fact,  viz.,  the  impossibility  of 
predicting  how  any  measure  will  work.  This  is  particularly 
borne  out  by  the  experience  of  New  South  Wales,  where  many 
Acts  and  their  amendments  indicate  how  temporary  may  be  the 
conditions  which  a  law  is  passed  to  meet.  Nothing  illustrates 
this  better  than  the  earlier  predictions  regarding  compulsion  in 
New  Zealand.  Mr.  Pember  Reeves,  the  author  of  the  1894  meas¬ 
ure,  predicted  that  the  Arbitration  Court  would  be  only  a  reserve 
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power.  “I  do  not  think,”  he  said,  “the  Arbitration  Court  will  be 
very  often  called  into  requisition;  on  the  contrary,  I  think  that  in 
ninety-nine  cases  out  of  one  hundred  in  which  labor  disputes 
arise,  they  will  be  settled  by  conciliation  boards,  but,  unless  you 
have  in  the  background  an  Arbitration  Court,  the  conciliation 
boards  will  not  be  respected  and  they  will  be  virtually  useless.” 
In  actual  practice  the  bulk  of  work  became  concentrated  in  the 
Court.  In  connection  with  the  same  Act,  Mr.  Reeves  said:  “I 
cannot  help  thinking,  after  devoting  many  hours  to  the  study  of 
this  subject,  that  the  ideal  board  is  one  consisting  of  three  persons 
appointed  by  the  State,  paid  an  annual  salary,  and  able  to  go  to 
any  part  of  New  Zealand.”  This  was  the  method  of  the  Compul¬ 
sory  Arbitration  Act.  Mr.  Reeves’s  successor,  speaking  on  the 
1908  Act,  said:  “Having  studied  the  different  methods  through¬ 
out  the  different  parts  of  the  world,  it  appeared  to  me  that  the 
best  solution  as  far  as  conciliation  is  concerned  was  to  provide 
machinery  whereby  we  will  get  both  parties  affected  to  come  to¬ 
gether”  —  the  method  of  voluntary  conciliation. 

Composition  of  boards  and  courts.  Where  organizations  for 
settling  industrial  disputes  are  set  up,  it  is  now  a  recognized  prin¬ 
ciple  that  employers  and  workers  should  be  equally  represented 
on  them.  We  have  seen  how  in  some  cases  the  public  may  also 
be  represented.  The  public,  however,  are  not  the  immediate 
parties  to  the  dispute,  and  from  the  point  of  view  of  either  workers 
or  employers  they  may  be  looked  on  as  neutral.  In  existing  or¬ 
ganizations,  too,  the  maximum  possible  amount  of  weight  is 
placed  on  non-official  action.  Where  industry  is  well  organized, 
the  functions  of  Government  are  reduced  to  the  minimum  con¬ 
sistent  with  good  administration.  Government  is  a  registering 
authority;  it  keeps  the  machinery  in  good  order,  and  sets  it  going, 
but  it  does  not  interfere  with  the  product.  Government  inter¬ 
ference,  of  course,  is  more  or  less  welcome  according  to  the  pre- 
dominence  of  the  political  parties.  But,  as  no  party  expects 
always  to  be  in  power,  Government  as  such  is  not  welcome  in  dis¬ 
putes.  This  has  raised  an  important  question  regarding  the  con¬ 
stitution  of  industrial  courts.  As  a  rule,  they  are  established 
under  a  Ministry  of  Labor;  but  in  the  opinion  of  many  they  should 
be  set  up  as  divisions  of  existing  High  Courts  such  as  the  Railway 
and  Canal  Commission  Court  in  England.  Whatever  be  the 
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authority  that  sets  them  up,  or  however  they  may  be  constituted, 
one  point  should  be  made  certain  —  the  independence  of  the 
courts.  Every  shadow  of  subservience  of  a  court  either  to  a  min¬ 
istry  or  to  a  political  party  should  be  removed,  otherwise  the  one 
reason  of  its  existence  —  impartiality  —  would  be  defeated. 

Danger  of  Partisanship.  Arbitration  courts,  and  other  indus¬ 
trial  courts,  must  always  differ  from  ordinary  law  courts  in  one 
important  respect.  Industrial  courts  of  all  kinds  must  deal  with 
each  case  on  its  merits,  within  the  general  limits  of  the  law.  Only 
a  limited  use  can  be  made  of  case  law.  Another  point  must  par¬ 
ticularly  be  noted.  The  legislature  should  not  place  the  courts  in 
such  a  position  that  a  judge  is  made  liable  to  attack  on  the  ground 
of  partiality.  It  is  the  duty  of  the  legislature  to  word  the  laws 
in  such  a  way  that  it  is  the  duty  of  the  court  only  to  interpret. 
This  is  admittedly  difficult  for  the  parliamentary  draftsman,  but 
Australian  experience  gives  a  pointed  warning.  The  Common¬ 
wealth  Court  is  enjoined  by  law  to  prescribe  “fair  and  reason¬ 
able”  wages,  etc.  Obviously  the  words  “fair  and  reasonable” 
admit  of  wide  interpretation,  and  two  Presidents  of  the  Court 
(O’Connor  and  Higgins)  have  both  protested  against  the  duty 
imposed  on  them.  Justice  Higgins  said: 

It  is  to  be  regretted  that  the  legislature  has  not  given  a 
definition  of  the  words  [“fair  and  reasonable”].  It  is  the 
function  of  the  legislature,  not  of  the  judiciary,  to  deal  with 
social  and  economic  problems;  it  is  for  the  judiciary  to  apply, 
and,  when  necessary,  to  interpret  the  enactments  of  the  legis¬ 
lature.  But  here,  this  whole  controversial  problem,  with  its 
grave  social  and  economic  bearings,  has  been  committed  to 
a  judge  who  is  not,  at  least  directly,  responsible,  and  who 
ought  not  to  be  responsible,  to  public  opinion.  Even  if  the 
delegation  of  duty  should  be  successful  in  this  case,  it  by  no 
means  follows  that  it  will  be  so  hereafter.  I  do  not  protest 
against  the  difficulty  of  the  problem,  but  against  the  confu¬ 
sion  of  functions  —  against  the  failure  to  define,  the  shunting 
of  legislative  responsibility.  It  would  be  almost  as  reason¬ 
able  to  tell  a  court  to  do  what  is  “right”  with  regard  to  real 
estate,  and  yet  lay  down  no  laws  or  principles  for  its  guidance. 
In  the  course  of  the  long  discussion  of  this  case,  I  have  become 
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convinced  that  the  President  of  this  Court  is  put  in  a  false 
position.  The  strength,  of  the  judiciary  in  the  public  confi¬ 
dence  is  largely  owing  to  the  fact  that  the  judge  has  not  to 
devise  great  principles  of  action,  as  between  great  classes,  or 
to  lay  down  what  is  fair  and  reasonable  as  between  contend¬ 
ing  classes  in  the  community;  but  has  to  carry  out  mandates 
of  the  legislature,  evolved  out  of  the  conflict  of  public  opin¬ 
ion  after  debate  in  Parliament.  I  venture  to  think  that  it 
will  not  be  found  wise  thus  to  bring  the  judicial  department 
within  the  range  of  political  fire. 

The  result  was  that,  in  Australia,  Justice  Higgins,  whose  eco¬ 
nomic  theories  favor  the  employee,  used  to  be  looked  on  by  em¬ 
ployers  as  a  partisan.  It  would  be  almost  impossible  for  any  one 
in  a  similar  position  not  to  be  a  partisan  of  some  kind.  In  such  a 
case,  the  difficulty  might  partly  be  met  b}  committing  cases,  not 
to  one  judge,  but  to  a  bench  of  judges.  The  real  solution  is  for 
the  legislature  to  enact  proper  laws,  setting  up  administrative 
machinery  to  deal  with  minimum  wages,  to  make  inquiries,  and 
generally  to  guide  the  courts. 

No  single  system  the  best.  It  will  also  be  obvious  from  the 
foregoing  survey  that  there  has  been  no  definite  line  of  develop¬ 
ment  in  legislation  for  industrial  peace  either  in  individual  States 
or  in  the  world  as  a  whole.  In  what  may  be  called  conciliation 
States,  or  voluntary  States,  the  eyes  of  both  governments  and 
people  have  sometimes  been  turned  longingly  toward  coercion; 
in  coercion  States  attempts  are  usually  made  to  utilize  the  meth¬ 
ods  of  voluntary  States.  All  States  at  the  present  moment  are 
busily  engaged  in  finding  the  best  method;  but  as  yet  not  one  has 
found  it.  In  comparing  the  legislation  of  various  States  it  is  of 
the  utmost  importance  to  remember  that  the  comparative  success 
of  any  method  must  be  read  closely  with  the  previous  history  of 
the  people,  the  present  social  composition,  the  political  complex¬ 
ion  of  the  Government,  and  the  other  labor  laws  of  the  country. 
Even  if  a  system  is  successful  in  one  State,  its  success  in  another 
alone  is  by  no  means  a  guarantee  that  a  similar  method  will  suc¬ 
ceed  in  another  State. 

It  may  happen  that  certain  types  of  law  are  more  suitable  to 
the  nature  of  a  people  than  other  types;  e.g.,  laws  which  may  be 
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suitable  for  the  robust  and  independent  workers  of  New  Zealand 
might  not  be  equally  suitable  for  the  more  mercurial  and  more 
ease-loving  Italians.  Laws  which  suit  people  in  temperate  cli¬ 
mates  may  not  suit  people  in  extreme  climates.  Again,  a  system 
of  industrial  peace  legislation  must  be  studied  in  relation  to  other 
laws;  e.g.,  laws  of  conspiracy  and  the  general  penal  system,  trade- 
union  laws,  workmen’s  compensation  laws,  and  factory  laws. 
I11  Great  Britain,  for  example,  compulsion  may  almost  be  said  to 
be  illogical  so  long  as  the  Trade  Disputes  Act  is  in  force.  In 
Australasia,  with  a  legally  enforced  eight-hour  day  and  minimum 
wage,  the  universe  of  discourse  for  the  arbitration  courts  or  other 
agencies  is  considerably  reduced.  Comparison  of  countries  thus 
must  take  into  account  the  existing  conditions  of  the  worker.  It 
makes  a  considerable  difference  if  disputes  are  narrowed  down 
within  certain  limits.  The  area  of  just  claims  is  much  widened, 
say,  in  a  country  in  which  there  is  no  recognized  limit  of  working 
hours  and  where  the  social  consciousness  is  not  sufficiently  strong 
to  prevent  the  worst  forms  of  sweating. 

Another  thing  which  must  be  taken  into  account  in  comparison 
is  the  level  of  education  among  workers.  In  general  terms  it  may , 
be  said  that  the  degree  of  virility  of  workers’  organizations  varies 
in  direct  ratio  to  the  level  of  education  among  the  working  classes. 
It  is  quite  a  different  thing  for  organizations  to  deal  with  work¬ 
men  whose  ordinary  literature  consists  of  university  textbooks  in 
economics  and  social  science  and  workmen  who  have  not  reached 
the  stage  of  reading  at  all,  not  to  speak  of  reading  a  daily  or 
weekly  newspaper. 

Political  factors.  In  comparing  countries,  still  another  point 
has  to  be  noted,  viz.,  whether  States  are  unitary  or  federal.  In 
federal  States  the  type  of  federal  union  and  the  powers  of  the 
federal  government  as  compared  with  state  governments  must  be 
kept  in  mind,  as  well  as  the  constitutional  limitations  under 
which  both  federal  and  state  governments  work. 

The  most  important  point  of  all  to  remember  is  the  political 
complexion  of  a  country.  In  this  respect  it  may  be  noted  that 
the  most  compulsory  States  at  the  present  moment  are  those  in 
which  labor  has  the  biggest  voice  in  Government.  Where  labor 
rules  naturally  there  is  on  the  part  of  the  workers  much  less  sus¬ 
picion  of  the  Government  and  much  greater  readiness  to  commit 
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labor  disputes  into  the  hand  of  Government  than  there  is  in  coun¬ 
tries  where  labor  is  as  yet  in  a  political  minority.  In  a  country 
where  what  are  usually  called  the  upper  classes  or  the  non-manual 
working  classes  control  the  legislation  and  administration,  not 
unnaturally  there  is  a  suspicion  on  the  part  of  labor  that  com¬ 
pulsion  enforced  by  such  a  Government  would  be  such  as  would 
not  be  favorable  to  them.  Thus,  in  Australia  and  New  Zealand 
the  working  classes  have  not  hesitated  to  accept  the  legal  pro¬ 
hibition  of  strikes,  but  in  Great  Britain  and  in  America  it  will  be  a 
long  time  before  the  trade  unions  and  workers  as  a  whole,  under 
any  system  of  compulsion,  will  surrender  their  most  powerful 
weapon.  It  is  possible  that  their  attitude  may  change  when  their 
own  political  party  comes  into  power. 

Economic  and  geographic  factors.  Another  point  of  compari¬ 
son  may  be  noted,  viz.,  whether  a  country  is  a  new  country  or  an 
old  country.  In  a  new  country  there  are  opportunities  for  more 
rapid  development  than  in  old  countries,  and  often  the  big  and 
sudden  returns  which  labor  receives  make  the  workers  relatively 
less  jealous  of  the  bigger  and  even  more  sudden  returns  which 
capital  gets.  In  new  countries,  moreover,  there  is  a  tendency  on 
the  part  of  individual  workmen  to  reckon  that  they  themselves 
may  one  day  become  small  or  large  capitalists.  In  new  or  unde¬ 
veloped  countries,  too,  much  depends  on  the  amount  of  labor 
available,  and  the  amenities  open  to  the  laboring  classes.  Where 
labor  is  scarce,  capital  must  bid  against  capital  for  its  labor  sup¬ 
ply,  and  the  keener  is  the  competition  for  labor  the  higher  will  be 
the  wage.  So  long  as  this  competition  is  keen  there  is  not  likely 
to  be  much  industrial  unrest,  for  wages  are  always  rising. 

Labor  unrest  also  may  be  affected  by  counter-attractions;  e.g., 
an  agricultural  population  may  be  persuaded  to  go  into  factories 
only  by  very  high  wages,  and  if  the  wages  and  conditions  are  un¬ 
suitable  the  workers  may  again  revert  to  agriculture.  Such 
alternative  occupations,  provided  they  are  not  overcrowded,  very 
materially  affect  both  capital  and  labor.  In  new  countries,  again, 
capital  may  have  to  import  labor.  Imported  labor,  or  immigra¬ 
tion,  often  leads  to  special  difficulties,  especially  after  importa¬ 
tion  has  led  to  a  settled  laboring  class.  Settled  labor,  even  though 
in  origin  it  was  itself  imported,  is  very  suspicious  of  further  im¬ 
portation,  especially  where  immigration  leads  to  a  “ mixed”  pop- 
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In  old  countries,  with  a  settled  labor  population,  a  population 
which  is  independent  of  the  land,  or  has  no  alternative  occupa¬ 
tions,  labor  competes  with  labor  for  occupation.  Such  competi¬ 
tion  tends  to  bring  down  wages  and  otherwise  affects  labor  condi¬ 
tions  unfavorably.  The  weakness  of  individual  competition, 
then,  is  gradually  replaced  by  the  strength  of  collective  bargain¬ 
ing.  The  workers  organize  themselves  into  unions  to  save  them 
from  themselves. 


. 


PART  FOUR 

MODERN  INDUSTRIAL  RELATIONS  POLICIES 


CHAPTER  XIV 

PROFIT  AND  OWNERSHIP  SHARING 

i.  Introduction 

In  recent  years,  the  labor  problem  has  been  forced  upon  the  atten* 
tion  of  employers  of  labor  and  managers  of  enterprises  in  all  in¬ 
dustrial  countries.  Recognition  of  the  existence  of  this  problem, 
knowledge  of  its  basic  causes,  and  the  ability  to  formulate  busi¬ 
ness  policies  which  effectively  solve  it,  have  become  pre-conditions 
of  successful  management  in  the  modem  industrial  world.  The 
human  factor  in  industry  has  grown  in  importance  until  it  now 
ranks  with  the  material  and  financial  factors  in  its  claim  upon  the 
skill  and  ingenuity  of  the  enterpriser.  Special  branches  of  study 
and  a  special  literature  dealing  with  this  factor  of  human  rela¬ 
tions  have  sought  to  spread  among  the  managers  of  industry 
knowledge  of  the  essentials  of  the  problem  and  of  its  solution. 

Present  system  inefficient.  The  aspect  of  the  labor  problem  of 
most  concern  to  employers  is  its  injurious  effect  upon  the  efficiency 
of  industry.  There  is  general  complaint  to-day  that  the  wage- 
earner  —  whether  a  union  member  or  not  —  has  developed  an 
attitude  of  indifference,  if  not  of  positive  hostility,  toward,  the 
welfare  of  the  enterprise  with  which  he  is  associated;  that  he 
nullifies  the  efforts  of  the  manager  to  promote  efficiency  by  poli¬ 
cies  and  habits  of  work  which  tend  to  restrict  output,  wastes  time 
and  materials,  and  increases  friction  within  the  enterprise.  These 
things  are  condemned  as  contrary  to  the  social  interest;  what  is  of 
more  immediate  importance  to  the  employer,  however,  is  the  fact 
that  they  multiply  costs  and  reduce  profits.  With  the  aid  of  ( 
science  and  inventive  genius,  managers  of  business  enterprise  in 
the  modern  world  have  progressed  far  toward  a  mastery  of  the 
material  factors  in  industry;  appropriation  of  forces  from  na¬ 
ture,  utilization  of  raw  materials,  perfection  of  capital  equipment, 
efficient  organization  of  these  factors  and  of  the  marketing 
mechanism  are  among  the  achievements  of  the  society  in  which 
we  live.  But  it  is  becoming  increasingly  evident  that  the  benefits 
of  these  achievements  in  the  field  of  business  management  are 
offset,  in  large  part,  by  the  failure  of  the  system  to  stimulate  the 
energy  and  arouse  the  interest  and  loyalty  of  the  workingmen, 
without  whose  cooperation  the  industrial  structure  cannot  func¬ 
tion  at  all. 

Breakdown  of  the  drive  policy.  With  regard  to  this  problem 
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of  industrial  relations,  modern  business  management  is  distin¬ 
guished  from  that  of  a  generation  ago  by  the  fact  that  the  em¬ 
ployer  is  gradually  perceiving  the  true  reasons  for  the  inefficiency 
of  wage  labor,  and  adjusting  his  policies  of  management  to  the 
essentials  of  the  situation  rather  than  to  its  superficial  aspects. 
The  preceding  generation  of  employers  too  frequently  viewed  the 
slackness  of  labor  as  evidence  of  defect  in  the  character  of  the 
workingman,  to  be  eradicated  by  the  application  of  measures  of 
strict  discipline.  As  long  as  this  view  persisted,  sole  reliance  was 
placed  in  the  “drive”  system  of  management.  The  industrial 
relations  program  was  summed  up  in  the  formula:  “Catch  ’em 
young,  treat  ’em  rough,  tell  ’em  nothing.”  But  this  simple  pro¬ 
gram  broke  down  before  the  stolid,  intransigent  opposition  of  the 
unorganized  workers  and  the  open  rebellion  of  the  trade  unions. 
It  was  the  utter  collapse  of  the  drive  system  as  a  means  of  pro¬ 
moting  efficiency  that,  more  than  anything  else,  brought  about  a 
more  enlightened  viewpoint  on  the  part  of  employers.  There  are 
even  to-day  some  employers  of  Bourbon  traits  who,  “learning 
nothing  and  forgetting  nothing,”  rely  solely  upon  two-fisted, 
strong-arm  foremen  and  a  militaristic  discipline  in  the  plant  to 
promote  the  smooth  functioning  of  their  industry.  But  the  sys¬ 
tem  of  ideas  which  they  represent  is  becoming  an  anachronism  in 
the  modern  world;  their  method  is  condemned  as  heartily  by  the 
more  progressive  employers  as  by  the  leaders  of  organized  labor. 

The  modern  viewpoint.  Modern  industrial  relations  policies 
are  based  upon  a  recognition  of  the  fact  that  the  behavior  of  labor 
is  the  natural  outgrowth  of  the  conditions  of  his  life  in  industry; 
that  the  roots  of  the  labor  problem  are  embedded  in  the  system 
itself.  The  wage-earner  refuses  to  respond  to  efficiency  move¬ 
ments  because,  in  a  system  of  refined  division  of  labor,  the  quan¬ 
tity  and  quality  of  his  product  seem  to  bear  no  relationship  to  his 
own  personal  welfare;  because  his  job  is  meaningless  or  distaste¬ 
ful  to  him,  he  performs  his  service  grudgingly  and  seeks  to  escape 
from  it  entirely  when  he  can;  because  he  shares  neither  the  owner¬ 
ship  nor  the  control  of  the  enterprise,  its  welfare  is  the  concern  of 
an  interest  alien  to  himself;  because  his  fife  in  industry  is  beset  by 
menaces  and  insecurities  whose  burden  society  as  a  whole  does 
little  to  lighten,  he  adopts  policies  which,  though  they  are  calcu¬ 
lated  to  surround  him  with  safeguards  against  unemployment, 
degradation  of  the  standard  of  life,  and  destruction  of  his  skill, 
sometimes  work  toward  the  general  impoverishment  of  society. 
In  preceding  sections  of  this  book  we  have  studied  these  causes  of 
the  labor  problem  and  traced  their  effects  upon  the  welfare  of  the 
wage-earner  and  upon  his  program  of  action.  We  shall  now  con- 
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sider  them  anew  from  the  standpoint  of  the  employer  who  is  seek¬ 
ing  a  practical  solution  of  the  problem  within  the  limits  of  his 
individual  enterprise.  The  modern  devices  of  profit  and  owner¬ 
ship  sharing,  employee  representation,  miscellaneous  welfare  and 
benefit  plans  are  to  be  considered  as  adjustments  to  the  social 
forces  which  have  produced  the  labor  problem,  whose  success  de¬ 
pends  upon  the  degree  to  which  they  counteract  the  effects  of 
these  forces. 

Classification  of  employer’s  policies.  Before  studying  the  dif¬ 
ferent  devices  in  detail,  it  may  help  us  to  make  clear  the  social 
bearings  of  the  whole  modern  program  of  industrial  relations  if 
we  attempt  to  classify  them  on  the  basis  of  their  relation  to  the 
causes  of  the  labor  problem.  A  complete  industrial  relations 
program  —  such,  for  example,  as  that  of  the  Standard  Oil  Com¬ 
pany  of  New  Jersey  —  consists  of  three  groups  of  policies,  each 
adjusted  to  one  of  the  features  of  the  modern  industrial  order 
which  conduces  to  unrest  or  inefficiency  among  wage-earners. 
In  the  first  place,  there  is  that  phase  of  the  program  which  at¬ 
tempts  to  replace  the  bond  of  direct  personal  relationship  between 
employer  and  employed  which  was  destroyed  by  the  growth  of 
large-scale  industry.  Recognizing  the  impossibility  of  reestab¬ 
lishing  this  simple  relationship  in  modern  industry,  this  phase  of 
the  program  proposes  to  substitute  for  it  a  bond  of  mutual  finan¬ 
cial  interest  in  the  profitableness  of  the  corporate  enterprise. 
Schemes  for  the  sharing  of  profits  or  ownership  are  examples  of 
this.  Secondly,  there  is  that  phase  of  the  program  which  ac¬ 
knowledges  the  correctness  of  the  principle  of  collective  bargain¬ 
ing  in  an  industrial  system  where  workers  are  massed  together  in 
large  groups  under  a  single  employer  and  are,  as  isolated  indi¬ 
viduals,  powerless  to  protect  their  interests.  Of  this  character 
are  the  different  types  of  employee  representation.  They  aim  to 
restore  a  measure  of  that  control  over  the  conditions  of  his  life  of 
which  the  worker  was  deprived  when  the  Industrial  Revolution 
wiped  out  the  household  industry.  Thirdly,  there  is  a  group  of 
welfare  provisions  —  sickness  benefits,  old-age  pensions,  safety 
schemes,  employment  guarantees  —  which  are  offered  as  aids  to 
the  propertyless  man  in  his  combat  with  the  menaces  of  a  wage- 
earner’s  life.  They  remove  the  incentive  to  the  “make- work” 
practices  of  the  industrial  wage-earner  and  tend  to  promote 
efficiency. 

Contrast  with  trade-unionism.  The  social  philosophy  which 
underlies  the  industrial  relations  program  of  modern  employers  is 
in  sharp  contrast  with  that  upon  which  is  based  the  program  of 
organized  labor.  Trade-unionism  sees  industrial  society  divided 
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into  two  opposing  classes  —  the  workers  and  the  employers ■ 
whose  interests  are  mutually  antagonistic.  It  aims  to  organize 
one  of  these  classes  into  a  nation-wide  union  for  cooperative 
action,  accepting,  if  it  does  not  encourage,  a  similar  organization 
on  the  part  of  the  employers.  This  horizontal  division  of  society 
will  cut  across  the  boundaries  of  separate  business  establishments. 
The  employee  of  a  given  employer  will  owe  allegiance,  not  to  the 
industry  to  which  he  is  attached  nor  to  his  employer,  but  to  other 
wage-earners  throughout  the  field  of  industrial  enterprise.  Be¬ 
tween  the  two  classes  thus  organized,  conflict  will  be  joined  over 
the  division  of  the  income  of  business,  determination  of  conditions 
of  work,  and  other  details  of  management  —  a  conflict  whose 
peaceful  manifestation  is  the  collective  bargain  and  whose  active 
phase  takes  the  form  of  the  strike  and  lockout.  In  contrast  with 
this,  the  industrial  relations  policy  of  the  employer  views  society 
as  divided  vertically  into  competing  industrial  units,  within  each 
of  which  the  interests  of  employer  and  worker  are  mutual.  It 
organizes  each  enterprise  separately  for  cooperative  action,  de¬ 
vising  arrangements  for  smoothing  out  differences  between  the 
employer  and  his  work  force,  for  arousing  loyalty  to  the  industry 
among  the  workers,  and  increasing  his  interest  in  its  welfare.  The 
aim  is  to  promote  the  efficiency  of  the  enterprise  to  the  point 
where  it  will  surpass  its  competitors  in  the  struggle  for  profits. 

2.  Fundamental  Principles  of  Profit  Sharing  1 

What  profit  sharing  is.  The  term  “ profit  sharing”  is  used  to 
indicate  many  different  methods  of  payment.  There  is  little  uni¬ 
formity  in  plans  going  under  this  name,  but  in  all  cases  they  pro¬ 
vide  for  certain  payments  to  employees  in  addition  to  their  regu¬ 
lar  wages  or  salaries.  It  is  these  additional  payments  which  are 
ordinarily  regarded  as  the  participation  in  profits.  But  there  are 
many  plans  for  extra  remuneration  which  cannot  properly  be 
called  profit  sharing.  Perhaps  the  best  definition  of  profit  shar¬ 
ing  is  that  used  by  the  British  Board  of  Trade,  in  its  special  report 
on  Profit  Sharing  and  Labor  Copartnership  in  the  United  Kingdom 
(1912).  This  report  states,  “Profit  sharing  is  understood  to  in¬ 
volve  an  agreement  between  an  employer  and  his  work-people 
under  which  the  latter  receive,  in  addition  to  their  wages,  a  share, 
fixed  beforehand,  in  the  profits  of  the  undertaking.”  In  other 
words,  the  essence  of  profit  sharing  is  that  the  amount  of  the 

1  From  Profit  Sharing;  Its  Principles  and  Practice ,  by  A.  W.  Burritt  el  al.,  pp.  4-16. 
Harper  &  Brothers,  publishers. 
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special  payments  received  by  employees  is  directly  contingent 
upon  the  earnings  for  a  specified  period,  and  varies  directly  with 
those  earnings,  upon  a  prearranged  basis. 

Types  of  profit  sharing.  The  most  usual  form  of  the  plan  in¬ 
volves  a  distribution  of  a  portion  of  the  profits  of  the  business  as  a 
whole.  This  may  be  termed  general  profit  sharing,  because  it  is 
the  general  or  total  profits,  arising  from  all  sources,  which  are 
divided.  But  profit  sharing  does  not  necessarily  take  this  form. 
The  profits  to  be  shared  may  be  those  arising  from  a  part  or 
separate  unit  of  the  business,  as,  for  example,  when  the  manager 
of  a  department  in  a  retail  establishment  shares  in  the  profits  of 
his  department,  or  when  the  manager  of  a  branch  store  shares  in 
the  profits  yielded  by  that  store.  Such  an  arrangement  may  be 
called  unit  profit  sharing.  Again,  the  profits  to  be  divided  may  be 
those  attributed  exclusively  to  the  individual’s  own  efforts,  as, 
for  example,  when  traveling  salesmen  share  in  the  profits  shown 
upon  the  orders  they  secure.  This  may  be  termed  individual 
profit  sharing.  Although  the  last  two  forms  are  not  so  common 
as  the  first,  they  are  none  the  less  true  profit  sharing.  Profit 
sharing,  let  us  repeat,  is  an  arrangement  whereby  any  portion  of 
the  employees’  remuneration  varies  directly  with  the  net  profits 
of  the  business,  or  any  part  or  unit  of  the  business.  The  essential 
feature  of  profit  sharing  is  that  the  employees’  earnings  are  not 
definitely  fixed,  and  that  the  basis  upon  which  they  vary  is  net 
profits  —  as  distinguished  from  output,  total  sales,  or  any  other 
factor. 

Pseudo-pro  fit- sharing  plans.  This  conception  of  profit  shar¬ 
ing  is  much  narrower  than  the  popular  one.  In  common  termi¬ 
nology  the  term  “profit  sharing”  is  frequently  applied  loosely  to  all 
forms  of  compensation  which  represent  an  addition  to  guaranteed 
wages  or  salaries.  An  increasingly  large  number  of  employers  are 
paying  a  periodic  bonus  consisting  of  a  certain  percentage  upon 
wages.  Such  payments  are  frequently  called  profit  sharing,  al¬ 
though  they  represent  merely  a  form  of  wage,  or  deferred  wage 
payment,  the  amount  of  which  has  no  direct  relation  to  the  profits 
earned  during  the  period.  Other  firms  announce  that  they  will 
pay  a  bonus  upon  all  wages  at  the  end  of  the  year,  the  employees 
being  given  to  understand  that  the  amount  of  the  bonus  will 
depend  somewhat  upon  the  prosperity  of  the  business  for  the 
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year.  Under  this  plan  the  percentage  of  bonus  to  wages  is  not 
announced  in  advance,  but  remains  entirely  at  the  company’s  dis¬ 
cretion.  The  Youngstown  Sheet  and  Tube  Company  used  this 
method  for  several  years.  It  was  abandoned  after  the  violent 
labor  outbreaks  experienced  by  this  corporation  in  1916.  Other 
firms  occasionally  pay  a  bonus  on  wages  without  having  an¬ 
nounced  in  advance  their  intention  of  so  doing,  and  without  hav¬ 
ing  obligated  themselves  to  do  so.  It  is  clear  that  such  plans  do 
not  come  within  the  meaning  of  the  term  “profit  sharing”  as  here 
defined,  or  within  any  strict  interpretation  of  that  term.  Unless 
the  method  of  computing  the  amount  of  profits  available  for  the 
individual  participant  is  definitely  established  at  the  outset,  he 
does  not  systematically  “share”  in  profits.  The  employer  may 
'  arbitrarily  grant  an  extra  payment.  Such  bonus  grants  in  addi¬ 
tion  to  regular  wages  presumably  come  out  of  what  might  other¬ 
wise  go  to  profits.  But  they  do  not  represent  profit  sharing  in  any 
real  sense,  since  the  amount  of  additional  compensation  obtained 
by  each  employee  does  not  vary  directly,  and  upon  a  prearranged 
basis,  with  the  profits  earned  during  the  period. 

Other  firms  have  introduced  stock-purchasing  or  stock-distri¬ 
bution  plans  for  their  employees,  which  are  mistakenly  regarded 
as  profit  sharing.  In  some  of  them  the  profit-sharing  feature  con¬ 
sists  simply  in  the  fact  that  the  stock  is  sold  to  employees  at  less 
than  its  market  value,  or  that  it  is  sold  to  them  upon  installments. 
It  is  noticeable  that  some  corporations  are  more  anxious  to  make 
the  employees  feel  that  a  profit-sharing  plan  is  in  effect  than  they 
are  to  introduce  a  genuine  profit-sharing  arrangement. 

In  spite  of  the  fact  that  these  various  plans  of  compensation  ad¬ 
ditional  to  fixed  wages  do  not  represent  true  profit  sharing,  it  has 
seemed  best,  for  the  purposes  of  this  study,  not  to  exclude  them 
from  consideration.  Important  results  may  be  produced  by  some 
of  these  pseudo-profit-sharing  plans.  But  whatever  the  results 
obtained,  they  are  not  the  results  of  profit  sharing.  When  such 
plans  are  discussed,  it  should  be  understood  that  they  do  not  con¬ 
stitute  profit  sharing  in  the  technical  sense  of  that  term.  But  the 
advantages  and  disadvantages  of  these  methods  of  making  addi¬ 
tional  payments  will  be  considered  and  compared  with  those  of 
true  profit  sharing. 

Essentials  for  success.  It  would  be  difficult  if  not  impossible 
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to  formulate  any  generalization  regarding  the  probable  success  or 
effectiveness  of  profit  sharing  which  would  be  uniformly  appli¬ 
cable  to  all  businesses  and  to  all  groups  of  employees.  But  it  is 
believed  that  there  are  certain  general  principles  regarding  profit 
sharing  which  -  are  fundamental,  and  which  apply  with  equal 
force,  whether  it  is  introduced  to  stimulate  efficiency  or  to  pro¬ 
mote  social  justice. 

Market  wages  must  be  paid.  The  first  principle  is  that 
effective  profit  sharing  must  ordinarily  presuppose  the  payment 
of  the  full  going  rate  of  wages  to  participants.  If  profit  sharing  is 
primarily  introduced  to  improve  the  conditions  of  the  workers, 
it  must  clearly  begin  by  the  payment  of  full  wages,  for  the  eco¬ 
nomic  condition  of  employees  cannot  be  advanced  by  lessening 
the  amount  of  wages  upon  which  they  can  definitely  rely.  Like¬ 
wise,  if  the  business  point  of  view  prevails,  the  full  market  wages 
must  be  guaranteed.  For  the  object  in  this  case  is  to  induce  a 
special  degree  of  effort,  efficiency,  cooperation,  or  some  other 
desirable  result,  not  usually  obtainable  by  the  payment  of  a  flat 
wage.  Obviously  these  special  results  cannot  be  expected  unless 
the  rewards  which  call  them  forth  can  be  counted  on  to  exceed  the 
regular  and  usual  wage. 

If  the  profit-sharing  employer  fails  to  pay  a  fixed  wage  at  least 
as  great  as  that  paid  by  his  non-profit-sharing  competitors,  the 
resentment  among  his  employees  caused  by  this  act  may  more 
than  counteract  any  desirable  results  which  might  have  been 
secured.  It  may  be  confidently  asserted  that  no  employer  can 
secure  important  results  through  profit  sharing  unless  the  profits 
which  he  distributes  represent  a  payment  over  and  above  the 
market  wages  of  the  district  and  industry.  As  has  been  pointed 
out  by  Babson’s  Statistical  Organization  in  a  special  report  upon 
this  subject,  as  on  the  farm  it  is  the  top  bushels  that  count,  so  in 
industrial  enterprises  it  is  the  amounts  over  and  above  the  usual 
that  secure  the  unusual  devotion  of  employees. 

Some  employers  and  corporations  have  sought  to  use  profit 
sharing  for  the  purpose  of  keeping  wages  down  or  of  paying  wages 
less  than  would  otherwise  have  been  necessary.  For  example,  the 
head  of  one  profit-sharing  concern  writes:  “On  January  first  of 
each  year  our  profits  are  distributed,  and  wages  adjusted.  On 
that  day  we  consider  the  question  of  the  wages  of  employees. 
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Any  who  insist  on  securing  an  advance  in  salary  are  dropped  from 
the  profit-sharing  list.”  The  owner  of  a  retail  store  conducted  on 
a  profit-sharing  basis,  when  asked  to  enumerate  the  results 
achieved  by  his  profit-sharing  plan,  stated  that  “It  has  suc¬ 
ceeded  in  keeping  the  salaries  the  same  as  they  were  when  the 
plan  was  introduced  several  years  ago,  in  spite  of  the  fact  that  the 
general  scale  of  salaries,  the  prices  of  commodities,  and  every¬ 
thing  else  has  gone  up.”  The  president  of  a  corporation  em¬ 
ploying  over  five  thousand  men  indicated  a  similar  attitude  of 
mind.  This  corporation  had  for  several  years  practiced  what  it 
regarded  as  profit  sharing,  but  what  was  in  reality  an  annual 
bonus  distribution.  The  bonus  was  the  same  percentage  upon 
wages  for  all  employees,  but  the  percentage  was  determined  at  the 
company’s  discretion,  although  understood  to  be  in  relation  to 
earnings.  The  president  of  this  concern,  in  an  interview  during 
our  investigations,  said:  “My  idea  is  to  pay  men  as  regular  wages 
an  amount  slightly  less  than  the  actual  value  of  their  services,  and 
then  to  make  additional  payments  to  them,  dependent  in  amount 
upon  the  success  of  the  business  and  the  earnings  of  the  company.” 

If  the  employer  endeavors  to  use  profit  sharing  to  “nibble  off” 
the  existing  wage  scale,  or  to  depress  wages,  he  will  find,  sooner  or 
later,  that  it  fails  to  produce  the  hoped-for  results.  It  is  signifi¬ 
cant  to  note  that  only  a  few  months  before  the  above  remark  was 
made  by  the  president  who  favored  paying  men  “less  than  they 
are  worth,”  his  corporation  experienced  one  of  the  most  violent 
strikes  and  labor  disturbances  in  the  history  of  the  industry.  A 
New  England  manufacturer  lamented  the  fact  that  his  profit- 
sharing  plan  did  not  prove  sufficient  to  secure  stability  of  his 
labor  force,  and  that  his  female  profit  sharers  were  regularly  leav¬ 
ing  his  employ.  Inquiry  revealed  that  the  wage  he  was  paying 
to  these  young  women  was  much  less  than  the  usual  wage  for  such 
labor.  In  this  instance,  as  in  others,  it  is  apparent  that  profit 
sharing  used  to  depress  wages,  instead  of  being  an  evidence  of 
good  management,  is  a  sign  of  poor  business  judgment.  A  profit- 
sharing  plan  cannot  be  operated  with  this  purpose  for  any  length 
of  time  before  the  design  will  be  perceived,  and  the  result  will  be 
other  than  beneficial. 

Exception  in  the  case  of  managerial  employees.  In  the  above 
discussion  the  existence  of  a  “going  wage”  or  “market  wage”  has 
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been  assumed.  But  for  some  higher-paid  employees  there  is  no 
easily  ascertainable  “market  wage,”  because  the  work,  and  there¬ 
fore  the  pay,  cannot  be  standardized.  This  is  particularly  true 
of  those  whose  functions  partake  of  the  managerial  nature  and 
among  whom  there  are  wide  variations  in  salary.  For  these  it 
may  not  prove  equally  necessary  or  possible  to  establish  a  fixed 
“market”  salary.  For  example,  profit  sharing  is  sometimes  ap¬ 
plied  to  important  employees  in  the  managerial  group  who  are 
placed  upon  comparatively  small  salaries,  which  merely  serve  the 
purpose  of  a  drawing  and  expense  account,  with  an  arrangement 
under  which  they  derive  a  large  portion  of  their  income  from 
profits.  This  plan  is  not  open  to  the  objections  which  apply  to 
cutting  wages  among  the  lower-paid  groups.  For  under  such  cir¬ 
cumstances  the  participants  become,  in  a  limited  sense,  partners 
in  the  business.  They  contribute  their  managerial  ability,  the 
owners  contribute  the  capital,  and  both  share  in  the  profits. 
Furthermore,  since  such  participants  actually  exercise  functions 
of  management,  it  is  not  improper  that  they  should  be  permitted 
to  assume  some  of  the  risks  of  the  enterprise,  if  they  care  to  do  so, 
and  frequently  they  are  glad  to  do  it.  Therefore,  when  profit 
sharing  is  applied  to  the  discretionary  or  managerial  group,  where 
little  standardization  of  results  or  salaries  is  possible,  it  is  not  ab- 
solutely  necessary  that  it  shall  begin  with  the  payment  of  the 
“market  wage.”  Clearly  such  an  arrangement  would  be  inap¬ 
plicable  when,  as  is  sometimes  the  case,  it  is  understood  that  a 
substantial  or  large  proportion  of  the  total  income  of  the  partici¬ 
pant  is  to  come  from  profits. 

Payments  must  be  substantial.  A  second  principle  essential  to 
the  success  of  any  profit-sharing  plan  relates  to  the  size  of  the 
prospective  profit  distribution.  The  payments  provided  must  be 
adequate.  It  is  impossible  to  prescribe  any  particular  percentage 
which  will  prove  most  stimulating.  But  in  profit  sharing  for 
business  purposes  there  must  be  the  prospect  that  the  profits  to 
be  obtained  under  normally  successful  conditions  will  represent  an 
appreciable  addition  to  wages.  The  employer  must  not  lose  sight 
of  the  fact  that  he  expects  to  obtain  certain  valuable  results  in 
larger  degree  than  under  a  straight  wage  system.  If  these  results 
are  worth  having,  they  are  worth  paying  for.  Indeed,  he  cannot 
secure  them  without  paying  for  them.  He  must  offer  an  incen- 
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tive  which  appeals  to  the  participants  as  worth  while.  The  pay¬ 
ments  over  and  above  wages  or  salaries  must  be  commensurate 
with  the  additional  interest  or  effort  expected  from  and  displayed 
by  the  participants.  This  does  not  mean  that  a  profit-sharing 
plan  will  fail  if,  under  unusual  circumstances,  the  profits  available 
for  distribution  prove  to  be  small  or  non-existent.  For  example, 
the  N.  O.  Nelson  Manufacturing  Company  was  compelled  to  sus¬ 
pend  wage  dividends  entirely  for  several  years  after  the  Panic  of 
1893,  but  continued  its  plan  in  operation.  Such  circumstances, 
however,  must  be  recognized  as  distinctly  unusual  and  extraor¬ 
dinary.  A  profit-sharing  plan  which  is  to  prove  permanently 
successful  as  a  business  arrangement  must  be  designed  so  that  in 
normal  times  there  may  be  an  expectancy  of  a  fair  and  adequate 
distribution  of  profits.  Although,  as  has  been  stated,  no  exact 
percentage  can  be  prescribed  that  is  applicable  to  all  concerns, 
yet  experience  indicates  that  an  additional  share  amounting  as  a 
minimum  to  five  or  six  per  cent  of  wages  is  required  to  excite  and 
sustain  the  interest  and  effort  of  any  group  of  employees.  Simi¬ 
larly,  if  social  purposes  are  paramount  in  the  employer’s  mind,  the 
profit  share  must  be  considerable,  in  order  to  advance  the  standard 
of  living,  to  promote  thrift  and  savings,  and  to  improve  the  condi¬ 
tions  of  life. 

Plan  should  be  definite.  Further,  profit  sharing  will  not 
r  achieve  its  greatest  effectiveness  unless  there  be  a  definite  plan  or 
agreement  under  which  the  proportion  or  share  of  profits  to  be 
distributed  is  determined  and  established  in  advance.  There  are 
many  concerns  using  so-called  “profit-sharing”  plans  under 
which,  at  the  end  of  the  year,  the  employer  simply  determines  in 
the  exercise  of  his  own  discretion  the  amount  or  proportion  of 
profits  which  shall  be  paid  out.  A  contracting  firm  in  Ohio,  in 
the  announcement  of  its  profit-sharing  plan,  states:  “Out  of  the 
net  profits  of  the  business  for  said  fiscal  year,  beginning  February 
first,  1915,  remaining  after  deducting  all  costs  and  expense  inci¬ 
dent  to  said  business,  including  payment  of  wages  as  shown  by 
said  payroll,  there  shall  be  first  set  aside  such  sum  as  the  board  of 
directors  may  determine  to  be  a  fair  return  upon  capital  invested, 
and  that  out  of  the  balance  remaining,  one  half  thereof  shall  be 
distributed  among  such  employees  as  may  be  deemed  worthy  by 
the  board  of  directors.” 
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Such  plans  are  of  questionable  value  viewed  as  instruments 
either  for  the  promotion  of  efficiency  or  of  social  welfare.  The 
arbitrary  decision  of  the  management,  made  after  and  not  before 
the  extra  exertion,  robs  the  plans  of  a  large  part  of  their  stimu¬ 
lating  power.  It  is  not  to  be  expected  that  men  will  concern 
themselves  to  increase  profits  and  keep  down  costs,  when  they 
have  no  knowledge  as  to  what  portion  of  the  profits,  if  any,  they 
will  receive.  From  the  standpoint  of  social  betterment  such 
arbitrary  distributions  are  also  to  be  condemned.  When  the 
money  is  paid  out  simply  as  a  voluntary  and  discretionary  pay¬ 
ment,  the  amount  of  which  depends  upon  the  judgment,  whim, 
caprice,  or  generosity  of  the  employer,  it  is  difficult  to  regard  it  as 
anything  other  than  charity.  A  widespread  use  of  profit  sharing 
of  this  character  would  inevitably  work  undesirable  social  results 
among  members  of  the  employed  class,  by  making  them  more 
dependent  upon  the  bounty  and  charity  of  employers  than  upon 
their  own  initiative  and  bargaining  power. 

Nature  of  the  plan  must  vary  with  its  purpose.  Another  of 
the  fundamental  principles  regarding  profit  sharing,  a  principle 
never  to  be  lost  sight  of,  is  that  the  nature  of  the  plan  must  be  ar¬ 
ranged  in  accordance  with  the  special  purpose  or  purposes  which 
it  is  expected  will  be  promoted.  A  system  which  may  be  well 
devised  to  promote  one  purpose  may  be  ill  adapted  to  promote 
another  purpose.  Profit  sharing  aiming  at  length  and  stability 
of  service  might  fail  to  promote  increased  efficiency.  A  plan  or¬ 
ganized  to  assist  savings  for  old  age  might  not  be  so  successful  in 
elevating  the  standard  of  living.  The  specific  purpose  or  pur¬ 
poses  must  first  be  decided  upon,  and  then  the  details  of  the  plan 
must  be  arranged  accordingly.  A  manufacturing  establishment 
in  New  York  recently  announced  that  henceforth  it  would  dis¬ 
tribute  twenty  per  cent  of  its  net  profit  to  employees.  At  the 
time  this  announcement  was  made,  no  arrangements  had  been 
made  as  to  any  of  the  details  of  the  plan.  This  is  placing  the  cart 
before  the  horse.  If  the  inauguration  of  profit  sharing  is  con¬ 
templated,  it  is  necessary  that  the  employer  should  first  decide 
what  he  wishes  to  accomplish  by  the  additional  payment,  and 
then  he  should  adopt  the  method  which  appears  most  likely  to 
achieve  this  purpose. 

Summary.  In  short,  profit  sharing  to  be  effective,  whether  it 
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be  general,  unit,  or  individual,  must  begin  with  the  payment  of 
full  going  market  wages  or  salaries,  unless  it  be  applied  to  those 
managerial  employees  whose  compensation  is  not  standardized. 
The  payments  must  be  substantial,  and  must  be  made  in  accord¬ 
ance  with  a  definite  plan,  which  is  so  worked  out  as  to  promote 
the  particular  purposes  in  mind.  There  are  several  important 
purposes  which  it  is  believed  may  be  promoted  by  profit  sharing. 
These  purposes,  together  with  suggestions  as  to  the  best  methods 
of  realizing  them,  are  discussed  in  the  following  chapters. 

3.  Why  I  Share  My  Profits  1 

Profit  sharing  has  spread  slowly.  Most  of  the  starts  are  wrong. 
Because  they  are  wrong,  they  do  not  work,  and  they  are  usually 
given  up  at  the  end  of  a  year  or  so. 

The  simplicity  of  genuine  profit  sharing  is  one  of  the  obstacles. 
Because  the  idea  is  a  distinct  innovation,  the  business  men  fancy 
that  it  must  be  intricate;  they  more  often  than  not  hamper  it  with 
needless  restrictions. 

The  expression  itself  describes  clearly  and  completely  the  idea, 
but  men  do  not  take  it  in. 

It  means  to  share  profits;  it  does  not  mean  to  sell  stock  or  to 
give  bonuses,  or  anything  else,  but  to  share  the  profits. 

Clearly,  therefore,  whatever  profits  are  made  in  any  given 
period,  usually  a  year,  are  to  be  shared  with  employees.  The  par¬ 
ticular  terms  of  the  sharing  may  vary.  The  essential  fact  must 
not  vary. 

This  is  the  simple  formula:  the  plan  must  be  stated  in  advance; 
it  must  state  the  proportion  of  the  profits  that  is  to  be  allowed  to 
wages  compared  with  capital;  it  must  be  a  dividend  on  the  salaries 
and  wages  of  all  who  have  worked  a  reasonable  part  of  the  calen¬ 
dar  year;  it  must  state  whether  payment  is  to  be  in  cash  or  stock; 
and  it  must  leave  nothing  optional  with  the  management. 

Captains  of  industry  do  not  profess  to  be  either  economists  or 
philanthropists.  Many  of  them  are  either  or  both  without  know¬ 
ing  it,  or  without  a  label.  They  are  much  more  so  now  than 
twenty,  thirty,  or  forty  years  ago. 

A  large  number  of  them  have  set  up  beneficial  arrangements  in 

‘  From  System,  The  Magazine  of  Business,  July-December  1915,  pp.  339-44. 
Article  by  N.  O.  Nelson  under  this  title. 


PROFIT  AND  OWNERSHIP  SHARING  545 

behalf  of  employees,  with  philanthropic  motives.  The  muck- 
rakers  deny  the  motive,  but  admit  the  facts.  They  are  econo¬ 
mists  to  the  extent  of  recognizing  that  it  pays  to  hire  good  work¬ 
men  and  satisfied  workmen. 

Step  by  step  they  are  learning  that  the  actual  partnership  idea 
brings  out  better  relations  and  better  work.  When  the  dividend 
on  the  wages  paid  out  of  the  profits  is  handed  out  in  stock,  it  does 
actually  make  a  partner  of  every  man  who  receives  the  dividend 
certificate. 

In  every  partnership  there  is  a  senior  head  and  the  juniors.  In 
the  profit-sharing  partnership  the  rank  and  file  are  the  juniors. 
They  do  not  run  the  business,  but  they  are  interested  in  making  it 
pay.  The  head  of  the  house  recognizes,  and  the  lowest  employee 
in  the  concern  recognizes,  a  mutual  interest,  an  interest  not  alone 
of  dollars,  but  of  fellowship. 

No  captain  can  long  be  the  head  of  a  profit-sharing  concern 
without  getting  a  real  human  interest  in  all  the  employees  for 
whom  he  is  the  manager.  Not  the  lowliest  employee  will  long 
fail  to  recognize  that  he  is  a  part  of  the  concern  in  the  profits  of 
which  he  shares. 

Mr.  Carnegie  has  said  in  his  books,  Mr.  Roosevelt  has  said  in 
his  presidential  messages,  and  other  high  authorities  have  said  in 
effect,  that  a  nation  based  upon  business  without  some  form  of 
partnership  cannot  survive.  They  are  undoubtedly  right.  Were 
captains  of  industry  to  continue  to  take  all  the  profits  and  make 
all  the  accumulations  of  their  ability,  the  date  would  not  be  far 
distant  when  our  dear  United  States  would  repeat  the  history  of 
Rome  and  every  other  wicked  nation. 

Profit  sharing  is  so  easy  and  simple  and  neighborly. 

When  a  captain  gets  liberal  pay  for  his  time,  when  he  gets  inter¬ 
est  on  his  own  and  his  capitalists’  investments,  and  when  he  gets 
a  share  of  the  still  additional  profits,  can  he  fail  to  feel  good  over 
giving  a  share  of  the  profits  to  all  the  employees  who  have  helped 
to  make  them  and  whose  attention  necessarily  increases  them? 

Genuine  profit-sharing  concerns  are  numerous  in  England  and 
France.  A  majority  of  the  English  gas  companies  use  the  plan, 
the  Consolidated  Company  having  about  twenty-five  thousand 
employees,  the  Metropolitan  about  five  thousand. 

In  this  country  some  railroads  and  business  corporations  sell 
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stock  to  employees  on  easy  payments  and  with  special  induce¬ 
ments.  This  attracts  the  provident  few,  it  leaves  out  the  mass. 
It  is  not  automatic,  it  is  not  profit  sharing.  Many  banks  give  a 
bonus  of  one  or  two  weeks’  pay  at  the  end  of  the  year.  It  is 
generous,  but  it  is  not  profit  sharing. 

There  is,  however,  a  growing  list  of  genuine  profit-sharing  con¬ 
cerns,  employing  substantially  the  principles  of  my  company’s 
plan,  though  not  all  its  details. 

The  N.  O.  Nelson  Manufacturing  Company  —  we  are  located 
at  St.  Louis  —  adopted  plans  for  sharing  profits  with  its  employees 
in  1886,  and  has  continued  them  without  interruption  since. 

At  the  beginning  of  that  year  a  notice  was  put  in  the  pay  en¬ 
velopes  saying  that  the  net  profits  of  the  business,  after  allowing 
a  commercial  rate  of  interest  on  the  capital,  would  be  divided  by 
equal  percentages  of  the  capital  and  the  wages  and  the  salaries  of 
employees  who  had  worked  with  us  as  long  as  six  months  within 
the  year. 

Two  weeks  later  the  employees  were  called  together  and  the 
matter  fully  explained.  They  were  asked  to  elect  an  auditor  to 
verify  the  dividend  figuring,  and  they  chose  a  department  head. 

Owing  to  the  big  strike  on  the  Gould  Southwestern  Railroad 
System  the  year  was  a  poor  one  and  the  profits  barely  allowed 
a  five-per-cent  dividend.  This  was  paid  in  cash,  with  the  option 
of  leaving  it  on  deposit  —  which  about  one  half  did. 

The  next  year  allowed  a  ten-per-cent  dividend  on  wages  and 
provided  a  surplus  besides.  It  was  then  announced  that  there¬ 
after  the  dividends  would  be  paid  in  stock. 

The  dividends  continued  at  eight  per  cent  or  ten  per  cent  for 
several  years,  then  fell  to  four  per  cent,  and,  following  the  Panic  of 
1893,  were  suspended  for  several  years.  When  times  became 
better,  dividends  were  resumed,  and  four  per  cent  allowed  on  the 
suspended  years. 

In  1905  the  customers  were  taken  into  the  arrangement,  their 
share  being  based  on  the  gross  profits  obtained  from  their  pur¬ 
chases.  Capital  received  six  per  cent,  but  no  further  share  of  the 
profits.  That  is  the  present  plan. 

This  arrangement  has  yielded  dividends  to  employees  of  from 
ten  per  cent  to  thirty  per  cent,  the  average  being  about  eighteen 
per  cent.  A  surplus  has  been  laid  by  equal  to  about  fifty  per  cent 
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of  the  capital  stock  issued,  and  liberal  depreciation  taken  on  all 
fixed  property. 

The  capital  at  the  beginning  was  about  one  hundred  thousand 
dollars,  and  the  employees  numbered  about  two  hundred.  The 
capital  and  surplus  is  now  about  two  million  dollars  and  there  are 
one  thousand  employees. 

The  business  was  then  nine  years  old  and  occupied  one  rented 
building  in  St.  Louis.  It  now  has  its  own  buildings  in  St.  Louis; 
five  factory  buildings  in  its  own  town  of  Leclaire,  Illinois;  factories 
in  Bessemer,  Alabama;  Noblesville,  Indiana;  and  branch  houses  in 
Memphis,  Houston,  Los  Angeles,  Salt  Lake,  Pueblo,  New  Orleans, 
and  Joplin. 

The  employees  own  about  one  third  of  the  capital. 

The  plan  has  worked  satisfactorily,  has  caused  no  trouble,  and 
has  undoubtedly  increased  the  effectiveness  and  profits  of  the 
business. 

No  restrictions  of  any  sort  were  coupled  with  the  plan  aside 
from  its  own  terms.  To  prevent  improvident  men  from  bartering 
away  their  dividends,  we  in  recent  years  have  issued  certificates 
only  after  a  period  of  three  years  has  elapsed,  and  we  prohibit  any 
employee,  while  in  our  employ,  to  buy  or  sell  “employee”  stock. 
In  meritorious  cases  we  buy  the  stock. 

When  for  any  reason  an  employee  becomes  disabled,  we  cash 
his  stock  by  installments  for  as  long  a  period  as  is  needed.  No 
employee  or  his  family  are  allowed  to  suffer. 

Taking  in  the  customers  is  not  a  part  of  the  customary  profit- 
sharing  systems  —  it  is  better  known  as  cooperation.  This  varia¬ 
tion  has  in  it  the  economic  merit  of  enlisting  a  steadier  trade  at 
less  expense.  This  arrangement  gives  the  employees  and  the 
customers  a  factory  and  organization  of  their  own,  and  they 
simply  pay  interest  for  that  part  of  the  capital  which  they  do  not 
own.  There  is  perfect  freedom,  for  any  employee  may  quit  or  be 
discharged,  and  a  customer  may  trade  elsewhere  or  be  refused 
credit,  and  nevertheless  retain  their  stock  for  the  sake  of  its  in¬ 
come,  or  sell  it. 

The  officers  and  managers  and  department  heads  are  all  em¬ 
ployees  and  their  incomes  depend  upon  their  work  in  proportion 
to  its  importance,  coming  through  salaries  and  profit-sharing 
dividends. 


548  INDUSTRIAL  RELATIONS  POLICIES 

It  cannot  be  claimed  that  every  profit-sharing  employee  and 
customer  will  do  his  utmost,  but  it  goes  without  saying  that  he 
will  do  better  than  when  in  instinctive  opposition. 

Interested  cooperation  is  more  efficient  than  warlike  competi¬ 
tion. 


4.  Examples  oe  Profit  Sharing  1 

The  Filene  plan.  “  Drones  got  just  as  much  as  workers.  There 
was  no  way  to  reward  individual  merit  when  I  shared  my  profits. 
So  I  simply  stopped  sharing  them.”  This  is  the  explanation  made 
by  an  Eastern  manufacturer  who  undertook  a  profit-sharing  plan 
a  few  years  ago,  in  order  to  secure  more  permanent  and  efficient 
employees,  but  abandoned  it  later.  Yet,  to-day,  the  Wm. 
Filene’s  Sons  Company,  which  conducts  a  specialized  department 
store  at  Boston,  has  under  consideration  a  plan  which  solves  this 
problem  and  provides  a  means  for  rewarding  the  workers  more 
than  the  drones.  It  is  based  on  nine  years’  experience  in  sharing 
profits. 

First  of  all,  the  Filene  organization  divides  its  net  profits  half 
and  half,  after  paying  dividends  on  the  capital  invested  in  the 
business  and  providing  such  sums  as  are  required  for  the  retire¬ 
ment  of  stock.  The  members  of  the  management  —  the  presi¬ 
dent,  the  general  manager,  the  merchandise  manager,  the  comp¬ 
troller,  the  store  manager,  the  publicity  manager,  and  the  like  — 
get  half,  and  the  employees  get  the  other  half  after  dividend 
charges  and  so  forth  have  been  taken  care  of. 

The  employees  all  belong  to  the  Filene  Cooperative  Association 
—  the  “F.C.A.”  There  is  no  obligation  for  them  to  join  the 
“F.C.A.,”  but  the  fact  that  they  are  on  the  Filene  payroll  auto¬ 
matically  makes  them  members  if  they  so  desire  —  and  they  do 
desire.  The  profit-sharing  regulations  provide  that  awards  may 
be  made  to  the  “ F.C.A.”  before  the  profits  are  split  between  the 
management  and  the  employees.  There  are  also  special  pro¬ 
visions  for  awarding  bonuses  —  based  on  percentages  of  the 
sales  —  which  come  ahead  of  the  division  of  the  profits  in  order 
to  provide  a  way  to  stimulate  directly  those  who  come  in  closest 
contact  with  the  merchandising  activities  of  the  store.  Indi¬ 
vidual  contracts  with  buyers  that  provide  for  increased  remunera- 

*  From  System,  The  Magazine  of  Business,  July-December,  1915,  pp.  344-50. 
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tion,  if  profits  in  their  departments  come  to  certain  levels,  also 
take  precedence  over  the  profit-sharing  division  of  the  profits. 

But  in  the  end  the  Filene  profits  are  split  two  ways.  Half  goes 
to  the  management.  The  employees’  half  goes  to  a  board  of 
apportionment,  which  has  power  to  award  the  extra  bonuses 
mentioned  above  prior  to  the  distribution  of  the  profits.  It  is  this 
board  that  is  depended  upon  to  sift  the  drones  from  the  pluggers. 

There  are  seven  members  of  the  board  of  apportionment. 
Three  of  them  are  appointed  by  the  “F.C.A.”  Three  of  the  re¬ 
maining  four  are  appointed  by  the  directors.  These  directors  are 
really  “The  Management,”  although  the  “F.C.A.”  has  repre¬ 
sentation  on  the  board  of  directors.  The  seventh  member  is 
selected  by  these  six. 

The  board  of  apportionment  divides  up  the  employees’  half  of 
the  profits  among  the  individual  employees.  The  division  is 
roughly  based  on  salaries.  But  —  here  is  the  Filene  innovation 
—  the  board  is  at  liberty  to  disregard  this  basis  absolutely,  and  to 
give  those  whom  it  desires  —  the  workers  —  sums  in  excess  of 
the  proportions  of  the  employees’  half  of  the  profits  to  which  their 
pay  envelopes  would  normally  entitle  them.  When  merit  is  re¬ 
warded  in  this  way,  it  is  at  the  expense  of  the  drones.  The  office 
man  stands  as  much  chance  as  the  star  buyer. 

The  Farr  Alpaca  Company.  The  Farr  Alpaca  Company  has  a 
profit-sharing  plan  which  differs  considerably  from  the  Filene 
arrangement.  It  depends  upon  the  management’s  observation  to 
prevent  drones  from  staying  on  the  payroll  long  enough  to  benefit 
from  the  profit-sharing  plan.  The  Farr  Alpaca  Company  says 
that  it  decided  to  share  profits  “with  a  view  of  interesting  its 
three  thousand  employees  in  the  financial  results  of  the  com¬ 
pany’s  business,  and  of  leading  them  to  exercise  the  greatest 
possible  care  to  guard  against  bad  work  and  waste  of  time  and 
material.” 

The  Farr  plan  provides  for  dividends  to  labor  as  well  as  to 
capital.  The  dividend  on  labor  will  be  a  percentage  of  the  pay¬ 
roll  corresponding  with  the  percentage  of  the  stock  paid  to  the 
shareholders  as  cash  dividends.  It  is  estimated  that  this  per¬ 
centage  will  be  eight  per  cent. 

The  profit  sharers  on  the  Farr  payroll  are  those  whose  names 
appear  on  the  payroll  on  January  first  of  each  year,  and  who  re- 
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main  continuously  in  the  employ  of  the  company  during  the 
following  twelve  months.  Furthermore,  the  services  of  the  em¬ 
ployee  must  be  satisfactory.  A  notice  of  the  assignment  of  his 
wages  is  held  to  justify  his  exclusion  from  the  profit  sharing. 

The  amount  forfeited  by  the  discharge  of  an  employee,  or  by  his 
leaving  voluntarily,  or  by  his  exclusion  on  account  of  unsatis¬ 
factory  service,  is  credited  to  a  benefit  fund  out  of  which  the 
directors  of  the  company  may  grant  assistance  to  aged  and  dis¬ 
abled  employees.  The  company  also  reserves  the  right  to  decide 
whether  or  not  absence  from  work  resulting  from  sickness  or  dis¬ 
ability  constitutes  a  break  in  the  continuity  of  an  employee’s 
service.  But  a  dividend  is  never  paid  on  wages  not  actually 
earned.  In  the  event  of  the  death  of  an  employee  eligible  to  share 
in  the  profits,  the  company  may  pay  a  dividend  to  the  husband, 
wife,  or  other  members  of  the  family. 

Lever  Brothers.  A  third  type  of  profit  sharing  —  more  famil¬ 
iarly  known  as  “copartnership”  —  is  used  in  the  soap  manu¬ 
facturing  plant  of  Lever  Brothers,  at  Cambridge,  Massachusetts. 
The  plan  was  first  undertaken  in  1909,  by  Sir  William  Lever,  at 
Port  Sunlight,  England,  the  headquarters  of  the  company. 
There  it  applied  only  to  the  plant  at  Port  Sunlight,  but  it  has 
since  been  extended,  until  now  it  embraces  all  the  Lever  plants 
throughout  the  world.  There  are  one  hundred  employees  at  the 
Cambridge  works,  and  thirty-three  of  them  are  copartners. 

Partnership  certificates  having  a  face  value  of  two  million  five 
hundred  thousand  dollars,  but  not  representing  cash,  were  created 
by  Sir  William  in  1909.  An  approximate  proportion  of  these 
certificates,  estimated  on  a  basis  of  ten  per  cent  of  the  salaries  or 
the  wages  involved,  was  credited  to  each  of  the  following  four 
classes  of  employees:  (1)  directors,  (2)  managers  and  foremen,  (3) 
salesmen,  and  (4)  the  general  staff. 

Annually  each  eligible  employee  receives  partnership  certifi¬ 
cates  equal  to  ten  per  cent  of  his  salary  or  wage.  The  certificates 
draw  dividends  amounting  to  five  per  cent  less  than  those  paid  on 
the  company’s  ordinary  shares.  In  other  words,  after  the  regular 
shares  receive  dividends  of  five  per  cent,  the  partnership  certifi¬ 
cates  rank  equally  with  them. 

Sir  William  s  plan  extends  to  both  male  and  female  employees, 
provided  they  are  twenty-five  years  of  age,  have  been  in  the 
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service  of  the  company  five  years,  and  have  signed  an  agreement 
to  work  faithfully. 

Boston  Consolidated  Gas  Company.  During  recent  years 
there  has  been  a  marked  tendency  among  profit-sharing  firms 
to  distribute  in  the  form  of  stock  what  they  estimate  to  be  labor’s 
share  of  the  profits.  The  Boston  Consolidated  Gas  Company, 
which  has  been  paying  a  wage  dividend  since  1906,  has  followed 
this  plan. 

The  dividend  to  the  eligible  employees  is  called  a  “premium” 
by  this  New  England  concern.  The  “premium”  is  fixed  at  the 
same  rate  as  the  dividend  on  the  stock  of  the  company  for  the 
corresponding  year.  Each  employee’s  “premium”  is  figured  on 
the  amount  of  his  salary  or  wages  for  the  twelve  months,  and  is 
applied  toward  the  purchase  of  one  or  more  preferred  shares  of 
capital  stock  at  market  prices.  Any  odd  balances  remaining 
after  the  stock  is  taken  up  are  credited  to  the  employee  on  the 
books  of  the  company,  and  bear  interest  at  the  rate  of  four  per 
cent  per  annum. 

The  shares  bought  for  the  employees  are  their  absolute  pro¬ 
perty.  However,  these  shares  cannot  be  sold  without  the  ap¬ 
proval  of  the  directors,  as  “  the  success  of  the  plan  is  dependent 
upon  an  accumulated  interest  in  the  stock  of  the  company.” 

The  management,  acting  through  the  department  heads,  selects 
very  carefully  those  who  participate  in  the  profits.  Only  em¬ 
ployees  who  have  shown  the  greatest  regularity,  intelligence,  and 
energy  are  rewarded.  The  Boston  Consolidated  Gas  Company 
has  the  following  to  say  about  this  provision:  “We  believe  that 
this  restriction  is  a  very  important  part  of  the  success  of  any  plan 
of  profit  sharing  with  employees,  as  it  prevents  the  employees 
from  accepting  the  apportionment  merely  as  an  increase  of  their 
salary  instead  of  a  reward  for  actual  merit  applicable  only  to  the 
best  employees.” 

The  results  of  this  plan  are  already  very  promising.  The  per¬ 
centage  paid  on  the  wages  —  the  “premium”  —  has  increased 
from  seven  to  nine  per  cent.  With  the  exception  of  two  years, 
the  average  amount  received  by  each  profit  sharer  has  steadily 
grown.  In  1914,  more  than  half  of  the  employees  held  stock  in 
the  company  —  in  all,  3147  shares,  valued  at  $366,786.  They 
also  had  $20,677  to  their  credit.  Each  of  these  profit  sharers  now 
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has  an  interest  in  the  business  amounting  to  about  one  half  of  his 
annual  salary.  In  1911,  the  company  extended  the  scope  of  the 
plan  considerably.  As  a  result,  the  profit  sharers  now  have  a 
representative  of  their  own  selection  on  the  board  of  directors. 

In  this  plan  a  very  direct  relation  between  the  efficiency  of  the 
employees  and  the  amount  of  the  wage  and  capital  dividends  is 
noticeable.  The  Massachusetts  Sliding  Scale  Act,  under  which 
the  Consolidated  Gas  Company  sells  its  product,  provides  that 
the  dividend  on  the  company’s  stock  may  be  increased  one  per 
cent  for  each  reduction  of  five  cents  below  ninety  cents  per  thou¬ 
sand  cubic  feet  of  gas.  Hence,  an  increase  in  the  dividends  is 
dependent  upon  a  reduction  in  price.  Since  price  reductions  can 
normally  only  come  with  business  expansion  and  improved  econ¬ 
omies  in  operation,  a  strong  incentive  exists  for  the  employees  to 
endeavor  to  lower  expenses. 

Provisions  of  this  type  for  regulating  the  rates  charged  by 
public  service  corporations  are  becoming  more  and  more  preva¬ 
lent.  For  this  reason  the  plan  of  the  Boston  Consolidated  Gas 
Company  is  of  peculiar  interest.  Undoubtedly  it  will  be  care¬ 
fully  studied  all  over  the  country.  Many  gas  companies  through¬ 
out  England  have  found  profit  sharing  a  very  successful  venture. 
Water  and  light  companies  abroad  have  also  recently  tried  out, 
the  system.  Every  indication  points  to  further  growth  for  it. 

The  Dennison  Company.  All  grades  of  regular  employees 
normally  participate  in  the  profits  under  the  three  plans  just  dis¬ 
cussed.  A  venture  along  entirely  different  lines,  however,  is 
sponsored  by  the  Dennison  Manufacturing  Company,  of  South 
Farmingham,  Massachusetts.  Only  those  who  earn  at  least  one 
hundred  dollars  a  month,  and  have  been  on  the  Dennison  payroll 
a  specified  number  of  years,  are  included  under  this  plan.  The 
main  objective  here  is  to  secure  managers  and  workers  of  long 
training  and  a  peculiar  natural  aptitude  by  giving  them  a  share  of 
the  profits,  and  placing  upon  them  the  detailed  responsibility  for 
wise  management  and  the  continued  protection  of  the  quality  of 
the  product. 

The  total  authorized  capital  of  the  Dennison  Manufacturing 
Company  is  $5,600,000  —  first  preferred  stock,  $4,500,000; 
second  preferred  stock,  $50,000;  and  industrial  partnership  stock, 
$1,0  50,000.  A  cumulative  dividend  at  the  rate  of  eight  per  cent 
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is  allotted  to  the  first  preferred  stock.  The  second  preferred 
Stock  enjoys  a  fixed  rate  of  dividend  at  or  above  four  per  cent. 
It  may  be  issued  in  exchange  for  industrial  partnership  stock 
under  conditions  mentioned  below.  After  the  payment  of  divi¬ 
dends  on  the  first  and  second  preferred  stock,  a  small  fund  is  set 
aside  annually  for  the  purpose  of  buying  in  shares  of  the  first  pre¬ 
ferred  stock  under  favorable  circumstances. 

The  industrial  partnership  stock  is  issued  to  employees  who  in 
the  previous  year  have:  (1)  been  paid  twelve  hundred  dollars  or 
over  and  served  the  company  seven  years;  (2)  been  paid  fifteen 
hundred  dollars  and  served  the  company  six  years;  (3)  been  paid 
eighteen  hundred  dollars  and  served  the  company  five  years. 
The  shares,  each  representing  ten  dollars,  are  issued  in  propor¬ 
tion  to  the  value  of  the  services  of  the  employee  as  expressed  in 
terms  of  wages  or  salaries. 

Out  of  one  half  of  the  remaining  net  profits,  after  the  deductions 
have  been  made  as  outlined  above,  dividends  are  paid  to  the 
holders  of  the  industrial  partnership  stock.  So  that  there  may 
be  frequent  issues  of  this  stock,  the  dividend  rate  on  it  cannot 
exceed  twenty  per  cent  during  any  year.  On  the  other  hand,  no 
new  issue  is  made  unless  a  five-per-cent  cash  dividend  has  been 
paid  on  the  outstanding  industrial  partnership  stock  during  the 
preceding  twelve  months.  The  remaining  net  profits  are  finally 
allotted  to  the  principal  employees  by  issuing,  out  of  the  author¬ 
ized  industrial  partnership  stock,  shares  in  proportion  to  the  wage 
or  salary  value  of  their  services. 

There  are  at  present  two  hundred  and  twelve  “industrial 
partners”  in  the  Dennison  organization.  They  hold  more  than  a 
third  ($450,000)  of  the  authorized  industrial  partnership  stock. 
When  industrial  partnership  stock  to  the  amount  of  $1,000,000 
has  been  issued,  the  controlling  voting  power  will  fall  into  the 
hands  of  the  holders  of  it.  So  long  as  the  dividend  on  the  pre¬ 
ferred  stock  is  earned,  their  control  will  be  absolute. 

There  are,  then,  two  standard  types  of  stock  profit-sharing 
plans.  The  labor  dividend  may  be  paid  by  the  issue  of  special 
employees’  stock  —  this  is  the  Dennison  Manufacturing  Com¬ 
pany’s  plan  —  or  it  may  be  applied  toward  the  purchase  of  the 
regular  shares  of  the  company  —  the  Boston  Consolidated  Gas 
Company’s  management.  The  plan  favored  by  the  Lever 
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Brothers’  Company  is  quite  different,  for  its  certificates  do  not 
represent  cash. 

Other  plans.  Still  other  methods  of  interesting  employees  in 
their  employer’s  welfare  through  the  issue  of  stock  are  used  by  the 
National  Carbon  Company,  the  United  States  Steel  Corpora¬ 
tion,  and  the  Illinois  Central  Railroad  Company.  The  Procter 
and  Gamble  Company,  of  Cincinnati,  Ohio,  also  uses  a  plan  of  this 
type.  While  this  method  does  not  provide  for  the  distribution  of  a 
fixed  share  of  the  profits  to  all  the  employees,  it  does  enable  the 
workers  to  purchase  stock  on  favorable  terms.  Generally  a  bonus 
is  given  if  the  stock  is  held  a  specified  length  of  time,  say  five 
years. 

In  some  instances,  furthermore,  it  may  be  found  expedient  to 
include  the  managerial  or  office  force  in  the  distribution  of  pro¬ 
fits;  in  other  cases  experience  may  dictate  an  opposite  course. 
At  first  the  Simplex  Wire  and  Cable  Company,  which  instituted 
a  profit-sharing  plan  several  years  ago,  did  not  allow  its  superin¬ 
tendents  to  participate  in  the  profits  because  it  desired  an  un¬ 
biased  opinion  from  them  as  to  the  real  merits  of  sharing  profits. 
Later,  they  were  included.  Again,  at  first  it  was  not  considered 
that  the  plan  was  applicable  to  the  office  force.  But  a  few 
years  later  the  office  forces  at  both  Boston  and  Chicago  were 
included. 

If  it  is  desired  to  recognize  special  merit,  the  Filene  method  of 
reserving  part  of  the  employees’  share  of  the  profits  for  such  a 
purpose  may  be  followed.  If  you  wish  to  eliminate  the  assign¬ 
ment  of  wages  or  to  create  a  fund  for  the  care  of  disabled  and  aged 
employees,  the  Farr  Alpaca  Company’s  plan  contains  many  sug¬ 
gestions.  If  you  want  to  provide  a  pension  system,  Sir  William 
Lever’s  management  should  be  closely  analyzed.  If  you  desire  to 
build  up  quickly  a  staff  of  employees  of  more  than  average  morale, 
the  Ford  Motor  Company’s  plan  is  promising,  for  the  basis  of  its 
distribution  of  profits  to  employees  is  efficiency  in  the  home  and 
the  community,  as  well  as  in  the  factory. 

The  division  of  the  profits  between  the  employer  and  employee 
may  be  annually,  semi-annually,  or  more  frequently.  The  annual 
distribution  method  is  quite  general  among  profit-sharing  firms. 
Occasionally  a  six-months’  basis  is  used.  In  support  of  these 
arrangements,  it  is  urged  that  profits  paid  in  a  lump  sum  are  more 
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likely  to  be  saved  or  to  be  used  for  permanent  home  improve¬ 
ments. 

The  Ford  profit-sharing  plan.  It  is  also  pointed  out  that  busi¬ 
ness  is  generally  done  on  an  annual  or  semi-annual  basis,  and  that 
a  more  frequent  accounting  is  not  feasible.  The  Ford  Motor 
Company,  however,  distributes  a  share  of  its  profits  to  employees 
semi-monthly.  It  is  able  to  do  this  because  of  its  unusual  finan¬ 
cial  condition.  One  half  of  the  estimated  profits  for  1914  was  set 
aside  at  the  beginning  of  the  year,  and  semi-monthly  employees 
were  given  a  share  of  it  in  addition  to  their  wages.  The  main 
advantage  of  this  plan  is  that  the  confidence  of  employees  who 
might  otherwise  take  a  short-sighted  viewpoint  is  at  once  secured. 
It  is  true  that  recent  tendencies  in  profit  sharing  indicate  that  the 
Ford  plan  of  remuneration  has  an  exceedingly  wide  range  of 
adaptability  to  particular  conditions  in  the  individual  store  or 
shop,  and  that  other  industrial  measures  can  often  be  instituted 
advantageously  in  connection  with  it. 

Case  of  the  small  business.  Most  of  the  instances  already  dis¬ 
cussed  happen  to  refer  to  rather  large  concerns.  How  about  the 
small  organization  —  the  shop  or  store  office  with  only  a  few 
employees?  The  basic  principles  of  the  plans  tested  out  by  the 
larger  concerns  can  be  studied,  and  then  adapted  to  the  smallest 
business.  Many  small  concerns  have  found  profit-sharing  of  one 
type  or  another  extremely  worth  while. 

If  a  small  concern  decides  to  incorporate  and  sell  stock  to  em¬ 
ployees,  it  is,  of  course,  necessary  to  provide  that  this  stock  will 
be  returned  at  a  specified  price  —  or  one  to  be  fixed  by  appraise¬ 
ment  —  when  employment  ceases.  It  is  also  necessary  to  take 
into  consideration  that  in  many  States  a  minority  stockholder  can 
cause  a  great  deal  of  petty  annoyance  to  the  management  if,  for 
any  reason,  he  becomes  provoked,  and  sets  out  to  do  so. 

It  is  not  hard  to  guard  against  these  possible  difficulties  when 
planning  a  profit-sharing  arrangement  for  a  small  concern,  par¬ 
ticularly  if  a  capable  lawyer  is  consulted.  The  Filene  plan  of 
dividing  up  one  half  the  net  profits  among  employees  can  be 
adapted  to  the  needs  of  the  smallest  concern,  even  without  incor¬ 
porating.  If  it  is  felt  absolutely  necessary  to  hide  the  amount  of 
the  profits,  the  proportion  which  the  employees’  share  bears  to  the 
total  need  not  be  specified,  and  can  be  treated  as  a  secret. 
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Many  small  retail  concerns  are  introducing  commission  plans 
while  considering  the  advisability  of  adopting  profit-sharing  ar¬ 
rangements.  They  give  their  salesmen  and  saleswomen  com¬ 
missions  on  all  sales  above  certain  amounts,  and  guarantee  them 
a  definite  minimum  wage.  In  two  or  three  instances  this  plan  is 
known  to  have  increased  sales  over  thirty  per  cent.  Large  con¬ 
cerns  use  it,  too,  and  often  with  similar  success. 

So  much  for  the  detailed  methods  by  which  profit  sharing  can 
be  carried  out.  Why  is  it  often  so  profitable  from  a  dollars-and- 
cents  angle?  Probably  this  employee’s  reply  to  “What  is  your 
opinion  of  Henry  Ford’s  profit-sharing  plan?”  is  as  good  an 
answer  as  any:  “It  makes  an  employee  feel  different  from  a  hired 
man.  It  makes  a  man  feel  as  if  he  was  working  in  his  own  busi¬ 
ness.” 


CHAPTER  XV 

EMPLOYEE  REPRESENTATION 

i.  Development  op  Shop  Committees  1 
Extent  of  system.  There  are  to-day  in  the  United  States  be¬ 
tween  three  and  four  hundred  business  establishments,  employing 
between  half  a  million  and  a  million  workmen,  that  have  organ¬ 
ized  shop  committees.  Practically  all  of  these  committees  have 
been  installed  within  the  last  four  years.  Although  most  Ameri¬ 
can  employers  consider  this  system  to  be  of  most  recent  origin,  it 
was  set  up  on  the  Continent  during  the  last  quarter  of  the  nine¬ 
teenth  century  in  an  attempt  to  check  the  growing  power  of  the 
trades  unions,  and,  failing,  decayed  (save  in  the  mining  industry), 
only  to  be  reincarnated  after  the  armistice  in  a  far  more  radical 
guise  as  a  method  of  securing  control  by  the  workers’  over-pro¬ 
duction. 

Contrast  with  Whitley  system.  Many,  however,  who  are  ig¬ 
norant  of  the  Continental  experience  with  shop  committees  are 
acquainted  with  the  Whitley  Councils  of  England,  and  believe 
the  American  shop-committee  system  to  be  similar.  The  two 
plans  differ,  however,  in  the  following  basic  respects:  (i)  The 
American  shop-committee  system  is  confined  to  individual  plants, 
or  at  most  to  the  plants  of  one  employer,  whereas  the  Whitley 
system  provides  for  district  and  national  councils  for  each  in¬ 
dustry,  and  indeed  in  practice  has  placed  greater  emphasis  upon 
them  than  upon  the  formation  of  local  works  councils.  (2) 
Whereas  the  overwhelming  majority  of  American  shop  committees 
are  not  in  any  way  affiliated  or  connected  with  the  trade  unions  as 
such;  in  England  the  trade  unions  are  recognized  as  the  spokes¬ 
men  of  labor  and  select  the  representatives  to  meet  the  repre¬ 
sentatives  of  the  employers.  Stated  more  simply,  the  shop- 
committee  system  in  America  has  grown  up  outside  the  unions, 
while  the  Whitley  system  is  based  upon  them. 

Contrast  with  trade-unionism.  What,  then,  is  the  difference 

1  “  Shop  Committees,”  by  Paul  H.  Douglas.  Journal  of  Political  Economy , 
February,  1921.  University  of  Chicago  Press,  publishers. 


55«  INDUSTRIAL  RELATIONS  POLICIES 

between  the  shop  committee  and  the  trades  union?  They  are 
similar  in  that  they  are  both  organizations  whereby  the  wishes  of 
the  workers  may  be  expressed  and  both  constitute  a  means  of  sub¬ 
stituting  a  collective  bargain  between  employer  and  workmen 
concerning  the  wage  contract  in  place  of  the  individual  bargain. 
They  differ,  however,  in  three  respects:  (i)  The  shop  committee 
represents  the  workmen  of  only  one  plant  or  company,  while  the 
union  represents  the  workmen  of  many  plants  in  a  given  trade  or 
industry.  (2)  The  management  is  not  excluded  from  the  meet¬ 
ings  of  the  shop  committee,  whereas  it  is  from  the  meetings  of  the 
unions.  (3)  The  shop  committees,  in  the  United  States,  at  least, 
are  initiated  by  the  employers,  while  the  unions  are  initiated  by 
the  workers.  Of  these  three  points  of  difference  the  first  is,  of 
course,  the  most  important. 

One  of  the  most  important  issues  in  the  labor  world  to-day  is  as 
to  the  proper  relationship  between  the  two.  Should  the  shop 
committee  be  a  substitute  for  the  union,  and  thus  make  the  plant 
or  concern  the  final  unit  of  organization  on  the  part  of  the  men, 
or  should  it  be  a  supplement  to  the  union  and  perform  certain 
functions  while  retaining  the  wider  organizations? 

There  can  be  but  little  doubt  that  the  recent  enthusiasm  for 
shop  committees  on  the  part  of  the  employers  has  been  due  to 
their  belief  that  here  was  a  ready  substitute  for  the  unions.  They 
were  thus  enabled  to  admit  the  principle  of  collective  bargaining, 
which  was  becoming  accepted  by  the  public  as  equitable  and 
necessary,  and  yet  avoid  the  necessity  of  dealing  with  the  unions. 
This  attitude  was  clearly  manifested  in  the  President’s  First  In¬ 
dustrial  Conference  of  1919,  when  the  representatives  of  the  em¬ 
ployers  insisted  that  the  unit  of  collective  bargaining  should  be 
the  shop,  stating  that  “  the  establishment  rather  than  the  industry 
as  a  whole  or  any  branch  of  it  should,  as  far  as  practicable,  be 
considered  as  the  unit  of  production  and  mutual  interest  on  the 
part  of  employer  and  employee.”  In  the  Canadian  Industrial 
Conference  the  employers  took  a  similar  attitude  and  argued  that 
they  “should  not  be  required  to  negotiate  except  directly,  with 
their  own  employees.”  Both  of  these  statements  seem  somewhat 
oblique,  but  no  one  who  followed  the  two  conferences  could  be  in 
doubt  as  to  their  meaning.  In  both  cases  it  was  a  refusal  to 
recognize  collective  bargaining  with  the  unions  and  an  expression 
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of  willingness  instead  to  set  up,  if  necessary,  shop  units  for  col¬ 
lective  bargaining. 

Shop  committees  as  an  anti-union  weapon.  It  is  always  diffi¬ 
cult  and  often  unprofitable  to  speculate  concerning  the  motives 
of  men,  but  if  one  studies  the  circumstances  surrounding  the  in¬ 
stallation  of  shop  committees  by  individual  firms,  he  is  forced  to 
the  conclusion  that  the  dominant  motive  in  the  vast  majority  of 
cases  has  been  the  desire  to  supplant  or  “head  off’''  the  unions. 
This  is  not  to  imply  that  this  purpose  need  always  have  been 
consciously  pursued;  oftentimes  it  was  undoubtedly  subconscious. 
But  it  is  most  significant  and  indeed  practically  conclusive  that 
the  vast  majority  of  shop  committees  are  in  plants  that  have  been 
operating  on  the  non-union  shop  basis. 

Thus  the  pioneer  plan  of  any  size  in  America,  that  of  the  Colo¬ 
rado  Fuel  and  Iron  Company,  was  adopted  in  1915  after  a  bitter 
struggle  with  the  miners’  union  during  1914,  while  the  Standard 
Oil  Company’s  system  came  not  long  after  the  strike  which  tied 
up  their  Bayonne,  New  Jersey,  plant.  The  establishment  of  such 
committees  by  governmental  bodies,  as  the  Shipbuilding  Labor 
Adjustment  Board  and  the  National  War  Labor  Board,  was 
almost  uniformly  in  plants  which  refused  to  recognize  or  deal  with 
the  unions.  The  adjustment  boards  used  the  shop  committees  as 
a  means  of  obtaining  non-union  collective  bargaining  where  union 
collective  bargaining  could  not  be  secured.  The  adoption  of  the 
shop-committee  plan  by  many  steel  companies,  such  as  the 
Bethlehem  Steel  Corporation,  the  Midvale  Steel  Company,  and 
others  in  1916  and  1919,  followed  closely  upon  the  campaign  to 
organize  the  iron  and  steel  workers  launched  by  the  American 
Federation  of  Labor.  It  will  be  remembered  that  one  of  these 
companies  took  its  shop  committee  on  a  trip  to  Atlantic  City,  and 
there  succeeded  in  inducing  the  committee  to  denounce  the  claims 
for  decreased  hours  and  increased  wages  which  were  being  made 
by  the  union  representatives.  In  a  similar  fashion  the  shop- 
committee  plans  of  the  International  Harvester  Company,  the 
Willys-Overland  Company,  and  the  Goodyear  Rubber  Company 
cannot  be  understood  without  a  knowledge  of  labor  experiences  of 
these  firms  and  their  very  real  fear  that  their  plants  might  become 
unionized.  The  shop-committee  plan  of  the  Western  Union 
Telegraph  Company  was  installed  after  the  trouble  caused  by 
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their  refusal  to  recognize  the  telegraphers’  union  and  assisted  the 
company  in  fighting  the  strike  of  1919-  Turning  to  street  rail¬ 
ways,  we  find  that  the  organization  of  shop  committees  by  the 
Philadelphia  Rapid  Transit  Company  and  the  Interborough 
Rapid  Transit  of  New  York  came  in  each  case  soon  after  the 
attempts  by  the  unions  to  secure  recognition,  while  the  shop- 
committee  plans  instituted  by  the  Kirschbaum  Clothing  Com¬ 
pany  of  Philadelphia  and  the  Michael-Stern  Company  of 
Rochester  were  clearly  designed  to  prevent  organization  by  the 
Amalgamated  Clothing  Workers.  Similarly,  the  shipyards  of 
San  Francisco  Bay  announced  a  shop-committee  system  during 
strikes  conducted  against  them,  while  the  plans  instituted  near 
Seattle  have  come  shortly  after  the  conclusion  of  strikes  conducted 
by  unions  and  in  plants  the  owners  of  which  are  steadfast  in  their 
opposition  to  dealing  with  the  unions.  The  shop-committee 
system  recently  instituted  in  the  California  oil  fields  comes  after  a 
long  struggle  between  the  employers  and  employees.  One  could 
multiply  these  cases,  but  the  foregoing  are  sufficient. 

A  frank  statement  of  the  purposes  of  the  movement  has  been 
made  by  Mr.  D.  R.  Kennedy,  an  adviser  on  industrial  relations  to 
some  of  the  largest  concerns  in  the  country.  “After  all,  what 
difference  does  it  make  whether  one  plant  has  a  ‘shop  committee,’ 
a  ‘works  council,’  a  ‘Leitch  plan,’  a  ‘company  union,’  or  whatever 
else  it  may  be  called?  These  different  forms  are  but  mechanisms 
for  putting  into  practice  . . .  ‘family  factory  relations’  and  local 
shop  expression.  They  can  all  be  called  ‘company  unions,’  and 
they  all  mean  the  one  big  fundamental  point  —  the  open  shop.” 
All  of  this,  of  course,  does  not  affect  the  question  whether  the  shop 
committee  is  a  satisfactory  substitute  for  the  unions,  but  it  does 
indicate  that  committees  are  being  used  for  this  purpose,  and 
that  a  consideration  of  the  relative  merits  of  these  two  forms 
of  organization  is  far  from  being  an  academic  matter. 

Practical  defects.  In  evaluating  the  worth  of  the  shop-com¬ 
mittee  system,  one  must  be  on  one’s  guard  to  distinguish  between 
the  merits  of  plans  already  in  operation  and  the  inherent  worth  of 
the  system.  The  fact  that  there  are  certain  grave  defects  in  many 
existing  plans  which  might  make  it  impossible  to  approve  of  them 
specifically  does  not  in  itself  prove  that  a  shop-committee  system 
purified  of  these  defects  might  not  be  desirable,  since  it  is.  of 
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course,  possible  to  have  many  incorrect  applications  of  a  correct 
principle.  Certainly,  however,  the  vast  majority  of  the  present 
plans  have  such  serious  flaws  in  the  protection  which  they  afford 
the  workers  that  it  seems  improbable  that  the  workmen  will  per¬ 
manently  accept  them  in  their  present  form.  Some  of  these  de¬ 
fects  are: 

1.  In  many  cases  the  employers  control  or  influence  the  election 
of  committeemen.  While  practically  all  plans  pledge  the  em¬ 
ployers  to  keep  hands  off  the  elections,  more  or  less  covert  pres¬ 
sure  is  frequently  exercised  to  defeat  men  suspected  of  radicalism 
and  to  elect  those  favorable  to  the  employers’  point  of  view.  This 
was  clearly  evidenced  in  several  steel  mills  during  the  early  winter 
of  1919,  when  the  companies  concerned  were  anxious  to  keep 
unionism  out  of  their  plants  and  feared  that  active  union  men 
might  be  elected  to  the  shop  committees  and  use  these  as  a  lever 
to  force  union  recognition.  Even  where  the  management,  as 
such,  does  not  take  an  active  part,  its  general  sentiments  can  be 
easily  perceived  by  foremen  and  other  minor  officials  and  by  the 
men  themselves,  causing  an  indirect  but  no  less  real  influencing  of 
the  result. 

2.  The  function  of  many  shop  committees  is  limited  to  non- 
vital  matters.  Many  so-called  shop  committees  are  nothing 
more  than  welfare  committees,  while  still  others  are  only  grievance 
bodies  which  may  take  up  with  the  management  individual  com¬ 
plaints  concerning  wages,  hours,  and  conditions  of  employment, 
but  which  have  no  power  to  negotiate  a  general  wage  scale  for  the 
plant  as  a  whole.  Many  others,  such  as  the  Youngstown  Sheet 
and  Tube  Company,  specify  that  “the  right  to  hire  and  discharge 
and  lay-off  for  lack  of  work  or  other  legitimate  reason  is  vested 
exclusively  in  the  management.”  The  omission  of  these  topics 
leaves  the  workers  with  absolutely  no  collective  protection  on 
those  matters  which  concern  them  most. 

3.  Frequently  the  control  in  the  joint  committee  is  held  by  the 
employers.  Thus  the  plan  of  the  San  Francisco  shipyards  gave 
one  more  vote  to  the  representatives  of  the  employers  than  it  did 
to  the  workmen.  The  industrial  democracy  plan  of  Mr.  John 
Leitch  operates  in  much  the  same  way.  Here  a  house  of  repre¬ 
sentatives  elected  by  the  workmen,  and  a  senate  composed  of  fore¬ 
men  and  minor  executives,  deliberate  on  matters  of  interest,  and 
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refer  their  decision  to  the  cabinet  of  executives  for  approval.  It 
is  apparent  that  the  senate,  which  is  certainly  more  representa¬ 
tive  of  the  employer  than  of  the  employees,  virtually  can  negative 
any  action  by  the  house,  and  prevent  it  from  even  being  referred 
to  the  cabinet  for  approval. 

4.  In  many,  although  probably  not  in  the  majority  of,  cases  the 
decision  of  the  joint  committee  is  not  final,  but  must  be  approved 
by  the  executive  before  taking  effect.  This  is  not  only  the  case 
in  the  Leitch  plan,  but  in  many  others  as  well.  The  shop  com¬ 
mittee  is,  therefore,  under  these  conditions,  made  merely  advi¬ 
sory  to  the  management,  and  should  the  management  disagree 
with  the  committee  there  is  little  further  recourse,  save  in  those 
cases  where  arbitration  is  provided.  The  argument  that  even 
here  the  employer  will  seldom  reject  the  findings  of  the  joint  com¬ 
mittee  does  not  meet  the  question.  The  fact  remains  that  he  has 
the  power  to  do  so,  and  that  the  asserted  democratic  government 
exists  only  on  sufferance. 

5.  The  qualifications  for  voting  and  holding  office  are  such  as 
to  debar  a  large  number  of  employees.  It  is  typically  provided 
that  a  workman  must  have  been  employed  in  the  concern  six 
months  or  a  year  before  he  is  eligible  for  election  as  a  shop  com¬ 
mitteeman  and  must  be  employed  sixty  days  or  more  before  he 
can  vote.  Many  plants,  moreover,  limit  office-holding  to  citizens, 
or  to  those  having  first  papers,  while  others  require  this  for  voting 
as  well.  These  requirements,  of  course,  have  the  effect  of  barring 
out  a  large  class  of  floating  and  foreign  labor  from  representation, 
and  while  no  more  unjust  than  our  political  requirements  for 
voting,  may  prevent  the  shop  committee  from  becoming  truly  re¬ 
presentative. 

6.  Shop  committeemen  are  frequently  prevented  from  plead¬ 
ing  the  case  of  the  workmen  very  strongly  because  of  their  fear  of 
being  discharged  or  discriminated  against.  The  rules  of  practi¬ 
cally  every  shop  committee  state  that  perfect  freedom  is  to  be 
given  the  committeemen  to  express  their  opinions  and  that  no 
discrimination  shall  be  practiced  against  them.  Many  employ¬ 
ers.  nevertheless,  do  coerce  the  committeemen  who  take  a  radical 
or  combative  stand  in  the  meetings,  while  many  others,  although 
they  believe  themselves  to  be  fair,  become  prejudiced  against  the 
active  proponents  of  the  workmen’s  side  and  this  prejudice  leads 
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naturally  into  discrimination.  Moreover,  even  where  these 
dangers  to  free  expression  do  not  exist,  the  workmen  often  believe 
that  they  do,  and  consequently  moderate  their  claims  and  their 
method  of  presentation,  because  of  their  fear  that  they  may  be 
covertly  punished  if  they  are  too  active  or  question  the  employ¬ 
ers  too  closely.  This  is  particularly  the  case  where  the  employer 
reserves  to  himself,  as  he  generally  does,  complete  decision  as  to 
promotion,  demotion,  and  discharge. 

Wherein  unions  are  better  protection  for  labor.  As  I  have  said, 
although  many  plans  do  have  these  grave  blemishes,  it  is  perfectly 
possible  to  conceive  of  a  shop  committee  which  would  not  have 
them.  The  scrupulously  conscientious  employer,  who  seeks 
diligently  and  intelligently  to  deal  fairly  with  his  employees, 
would  undoubtedly  remove  nearly  all  of  the  defects.  Even  here, 
it  is  questionable,  however,  whether  he  could  completely  eradicate 
the  subconscious  fear  of  the  workmen  to  put  their  case  strongly 
when  they  feel  no  forces  outside  their  shop  supporting  them. 
Moreover,  the  less  scrupulous  employer  may  choose  to  perpetu¬ 
ate  some  of  these  very  defects  for  the  purpose  of  weakening  the 
bargaining  power  of  the  workers.  While  in  theory,  therefore, 
these  faults  could  be  remedied,  in  practice  some  of  them  may  be 
expected,  in  a  greater  or  a  less  degree,  to  continue.  Furthermore, 
careful  analysis  of  the  situation  will  show  that  even  a  model  shop 
committee,  void  of  the  above-mentioned  blemishes,  is  inherently 
not  as  effective  a  bargaining  agency  as  the  union,  and  hence  from 
the  standpoint  of  the  workmen  cannot  be  an  adequate  substitute. 

1.  Since  it  is  limited  to  one  shop  or  to  the  employees  of  one  con¬ 
cern,  it  does  not  protect  the  “fair”  employer  from  the  “nibbling 
of  competition”  and  the  underbidding  of  the  meanest  man.  It  is 
thus  likely  to  drag  the  conditions  of  labor  in  all  plants  down  to 
the  level  of  the  conditions  granted  by  the  meanest  man.  This 
may  be  illustrated  as  follows :  Employer  A  has  a  shop  committee 
in  his  plant  and  pays  high  wages  under  good  working  conditions, 
while  employer  X,  who  does  not  have  a  shop  committee,  bargains 
with  each  of  his  employees  individually  and  by  reason  of  his 
greater  bargaining  strength  pays  much  lower  wages  and  affords 
poorer  working  conditions.  Employer  X,  therefore,  will  be  able 
to  produce  more  cheaply  than  A,  unless  A’s  higher  wages  call  out 
correspondingly  greater  production,  which  is  not  at  all  likely. 
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The  only  way  A  can  protect  himself  is  to  reduce  wages  correspond¬ 
ingly.  Other  employers  with  shop  committees  will  be  obliged  to 
do  the  same.  Clearly  the  only  way  to  protect  the  workmen  in 
A’s  factory  is  to  organize  the  employees  of  X  and  to  push  their 
wages  up  to  the  level  of  A’s  wage.  Under  the  shop-committee 
system,  however,  this  would  be  impossible,  since  the  employees 
of  one  concern  could  not  organize  the  employees  of  another  or 
because  independently  affiliated  with  them.  Through  a  union, 
however,  the  employees  of  A,  B,  C,  etc.,  would  furnish  the  moral 
and  material  resources  to  organize  the  workmen  in  X’s  plant  and 
thereby  protect  themselves  from  the  menace  of  low  wages.  In 
other  words,  despite  the  opinion  of  any  well-meaning  employers, 
no  one  plant  under  our  present  competitive  industrial  system  can 
maintain  proper  standards  of  wages  and  hours  by  itself  alone. 
There  must  be  a  general  minimum  for  the  industry  as  a  whole 
below  which  no  plant  can  fall,  and  the  unified  pressure  of  the 
unions  is  the  chief  means  whereby  the  workmen  may  protect 
themselves  against  the  attempts  of  employers  to  secure  trade  by 
depressing  wages.  The  employer,  indeed,  should  not  be  blamed 
for  this,  since  he  is  merely  striving  to  get  business  and  in  order  to 
do  so  must  make  low  prices  which  will  attract  the  consumer. 

It  has  been  just  this  necessity  of  preventing  competitive  en¬ 
croachments  upon  wages  which  has  caused  the  unions  to  evolve 
from  local  shop  organizations  to  the  national  and  international 
unions  of  to-day.  With  our  ever-widening  market,  the  unit  of 
labor  organization  must  expand  equally  in  order  to  maintain  basic 
standards  everywhere  and  to  protect  those  already  in  its  folds. 
To  propose  a  return  to  the  shop  as  the  final  unit  of  labor  organ¬ 
ization  is,  therefore,  as  much  of  an  anachronism  as  to  propose  that 
our  industrial  system  should  return  to  the  period  of  village  self- 
sufficiency. 

2.  Since  under  the  shop-committee  system  employers  treat 
only  with  their  own  men,  the  workmen  are  deprived  of  expert 
outside  advice  in  putting  their  case  and  conducting  their  negoti¬ 
ations.  The  modern  wage  contract  needs  a  great  deal  of  skill  in 
negotiating.  The  owners  of  a  concern  hire  skilled  experts  to 
represent  them.  The  general  manager,  the  personnel  expert,  the 
industrial  engineer,  and  the  lawyer  are  all  the  hired  outside  repre¬ 
sentatives  of  the  shareholders.  It  is  only  fair,  therefore,  that  the 
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workers  should  be  allowed  outside  representatives  as  well.  Men 
who  work  with  their  hands  all  day  are  seldom  capable  of  driving 
as  good  a  bargain  as  a  skilled  and  shrewd  negotiator.  The  union 
business  agent  or  “walking  delegate”  is  this  expert  negotiator  for 
the  workmen,  and,  despite  his  many  faults,  performs  on  the 
whole  exceedingly  valuable  functions  for  those  whom  he  repre¬ 
sents.  Indeed,  it  might  be  said  that  the  union  is  in  part  a  device 
whereby  individual  workmen  are  able  to  pool  small  amounts  and 
hire  a  professional  expert  to  represent  them.  This  opportunity 
the  shop  committee  virtually  denies  them. 

3.  It  does  not  furnish  the  instrumentality  which  the  unions  do 
provide  for  the  enactment  of  labor  laws  to  better  the  conditions 
of  labor.  The  labor  question  cannot  be  settled  on  the  economic 
field  alone.  Protective  legislation  has  been  found  necessary  to 
protect  men  as  well  as  women  from  the  effects  of  unrestricted 
competition.  Such  legislation  is  generally  opposed  by  the  or¬ 
ganized  employers,  and  its  passage  and  subsequent  enforcement 
depend  largely  upon  the  efforts  of  labor  itself,  together  with  that 
of  independent  humanitarian  groups.  The  unions,  representing 
as  they  do  a  wide  constituency,  are  enabled  to  apply  a  consider¬ 
able  measure  of  pressure  for  these  purposes  which  unconnected 
shop  committees  would  be  totally  unable  to  muster. 

4.  Save  in  a  very  large  plant,  the  shop-committee  system  can¬ 
not  afford  the  protection  against  sickness  and  unemployment 
that  the  union  with  its  insurance  funds,  drawn  from  a  wide  area, 
can  offer. 

5.  In  the  event  that  it  became  necessary  for  the  workmen  of  a 
given  plant  or  company  operating  under  the  shop-committee  sys¬ 
tem  to  put  pressure  upon  the  employer  to  compel  the  acceptance 
of  a  demand,  they  would  be  in  a  very  weak  position  to  enforce 
their  claim.  Should  they  collectively  leave  work,  they  would 
not  have  the  moral  or  financial  backing  of  their  fellow  workers  in 
other  plants.  They  could  not  secure  strike  benefits  to  assist 
them,  nor  would  other  workers  aid  them  by  putting  pressure  upon 
the  employer  to  accede  to  their  requests.  The  union,  however, 
buttresses  the  workers  in  an  individual  plant  through  strike 
benefits,  assistance  in  picketing,  moral  support,  and  frequently 
through  sympathetic  strikes  and  boycotts.  Should  a  break  come 
with  the  employers  the  workmen’s  chances  of  success,  therefore, 
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would  be  much  greater  if  they  were  organized  in  a  union  than  ii 
they  were  merely  organized  in  a  shop  committee. 

6.  Finally,  it  may  be  asked,  why  should  the  workmen  be  ex¬ 
pected  to  organize  only  within  plants  when  their  employers  are 
organized  between  plants?  Practically  every  large  city  has  its 
chamber  of  commerce  through  which  the  employers  of  the  locality 
try  to  work  out  a  common  labor  policy  for  their  various  concerns. 
In  addition  there  are  the  many  employers’  associations  which  deal 
exclusively  with  labor  matters,  such  as  the  Associated  Industries 
which  have  been  formed  in  so  many  cities  in  the  last  eighteen 
months.  Moreover,  practically  every  State  has  its  manufac¬ 
turers’  association,  while  there  are  national  and  sectional  bodies 
in  nearly  every  trade  and  industry.  In  addition  to  these  are  such 
national  organizations  as  the  United  States  Chamber  of  Com¬ 
merce,  the  National  Manufacturers’  Association,  the  National 
Industrial  Conference  Board,  the  Anti-Boycott  Association,  etc. 
Employers  join  these  bodies  in  the  main  so  that  they  may  take 
common  action  in  labor  matters. 

If  workmen,  therefore,  should  be  organized  only  within  the 
plant  and  should  not  be  joined  with  the  employees  of  other  plants, 
should  not  all  employers  withdraw  from  these  employers’  organ¬ 
izations  and  not  combine  on  labor  matters?  This,  of  course,  few, 
if  any,  employers  would  do,  and  it  is  not  proposed  here  that  they 
should  withdraw.  Quite  the  contrary.  It  is  very  desirable  that 
they  should  organize  and  take  common  counsel  and  adopt  com¬ 
mon  measures.  But  if  they  do  so,  how  can  we  or  they  legitimately 
deny  to  their  employees  the  right  to  do  the  same? 

Weakness  of  labor’s  position.  The  plain  truth  of  the  matter  is 
that  in  our  modern  industrial  society  the  interests  of  the  worker 
cannot  be  protected  adequately  by  the  public  opinion  of  the  con¬ 
sumers,  who  are  seeking  low  prices  and  who  are  generally  igno¬ 
rant  of ,  and  often  careless  about,  conditions  of  employment)  they 
cannot  be  protected  by  the  benevolence  of  employers,  not  only  be¬ 
cause  the  modern  impersonal  wage  relationship  is  not  conducive 
to  benevolence,  but  also  because  the  employers  themselves  are  in 
the  grip  of  competitive  pressure  forcing  them  to  cut  costs  wherever 
possible  in  order  to  secure  trade.  The  interests  of  the  workers 
can  ultimately  only  be  protected  effectively  by  an  organization  of 
the  workmen  themselves  to  resist  the  pressure  for  lower  wages 
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and  sweated  conditions  brought  to  bear  upon  them  through  the 
market  structure.  The  success  with  which  they  can  offset  and 
overcome  the  personal  and  impersonal  pressure  already  exercised 
against  them  will  depend  in  direct  ratio  upon  the  strength  of  the 
organization  they  can  set  up.  To  substitute  disconnected  shop 
committees  for  the  well-knit  union  forms  would  be  to  deal  a  severe 
and  perhaps  deadly  blow  at  effective  working-class  organization, 
and  to  render  them  almost  helpless  before  the  opposing  forces. 

Therefore,  while  the  creation  of  a  shop  committee  is  a  real  step 
forward  in  plants  now  bargaining  with  their  employees  individu¬ 
ally,  and  even  here  only  as  a  transitional  stage  to  a  more  desira¬ 
ble  relationship,  it  is  almost  invariably  retrogressive  when  used  to 
displace  collective  bargaining  with  the  unions  or  to  delay  or  pre¬ 
vent  such  dealings. 

Those  who  have  irrevocably  resolved  that  the  growing  move¬ 
ment  of  labor  should  be  checked  cannot  be  expected  to  favor 
unions  in  preference  to  shop  committees.  Rather  will  this  class 
prefer  shop  committees  precisely  because  they  will  weaken  the 
power  of  labor.  Those,  however,  who  know  the  conditions  of 
life  and  work  of  the  typical  modern  workman  and  his  family  and 
are  sincerely  desirous  that  he  may  have  an  opportunity  to  lead  the 
better  life,  will  realize  that  shop  committees  are  not  and  cannot 
be  a  just  substitute  for  unionism. 

Federation  of  shop  committees.  It  may  well  be  asked  whether 
a  federation  of  shop  committees  and  the  creation  of  a  council  for 
the  industry  as  a  whole,  outside  the  existing  unions,  is  not  an  ade¬ 
quate  substitute  for  the  unions.  Such  is  the  plan  of  organization 
of  the  Loyal  Legion  of  Loggers  and  Lumbermen,  which  has  been 
functioning  in  the  lumber  industry  of  the  Pacific  Northwest  for 
the  last  three  years,  and  it  is  evidently  some  such  plan  that  Mr. 
W.  L.  Mackenzie  King  regards  as  a  possible  solution.  This 
method  would  enable  a  minimum  scale  of  wages  and  working  con¬ 
ditions  to  be  set  for  the  industry  as  a  whole,  and  would  conse¬ 
quently  protect  individual  employers  against  the  competition  of 
their  fellows.  It  would  therefore  be  a  vast  improvement  upon  the 
uncoordinated  shop-committee  system.  Is  it  then  a  substitute 
for  the  unions? 

In  the  first  place,  it  may  be  remarked  that  such  a  plan  of  organ' 
ization  would  be  a  union  of  a  sort.  It  is  not  necessary  for  an  or- 
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ganization  to  have  the  cachet  of  the  American  Federation  of  Labor ' 
to  be  a  union.  Secondly,  the  question  whether  it  would  be  pre¬ 
ferable  to  the  existing  type  of  union  would  depend  upon  the  op¬ 
portunities  granted  the  workmen  under  it.  If  both  the  rank  and 
file  of  the  workers  and  their  representatives  on  the  shop  com¬ 
mittees  and  on  the  industrial  council  were  allowed  to  meet  sep¬ 
arately  from  the  employers;  if  the  organizations  of  the  various 
industries  were  allowed  to  federate;  if  each  body  were  allowed  to 
accumulate  funds  for  insurance  and  unemployment  and  to  assist 
the  workers  in  other  shops  or  industries  if  they  believed  them  to 
be  in  the  right;  if  the  workers  through  their  organizations  were 
permitted  to  present  their  program  of  legislation  to  legislative 
bodies;  if  they  were  allowed  to  hire  experts  from  without  a  plant 
or  industry  who  would  not  be  dependent  upon  the  employers  for 
their  jobs;  if  all  these  conditions  existed,  then  such  a  system  would 
be  a  sufficient  protection  to  the  workmen.  It  is  extremely  doubt¬ 
ful,  however,  whether  the  great  mass  of  employers,  in  their  pre¬ 
sent  frame  of  mind,  would  allow  such  freedom  to  the  workers. 
What,  indeed,  would  be  the  advantage  in  replacing  the  present 
union  organization  by  bodies  every  whit  as  formidable  in  bar¬ 
gaining  power? 

On  the  whole,  then,  it  seems  most  dangerous  to  replace  the  ex¬ 
isting  union  structures  by  the  shop  committee,  or  even  by  the 
industrial  council  system.  It  is  better  to  build,  in  an  evolution¬ 
ary  fashion,  upon  the  existing  union  forms,  trying  to  rid  them  of 
their  evils,  than  to  risk  the  protection  of  the  workmen  exclusively 
upon  these  newer  methods  of  organization,  which  for  a  long  time 
at  least  must  depend  for  their  effectiveness  almost  entirely  upon 
the  generosity  of  the  employers. 

True  functions  of  the  shop  committee.  The  foregoing  re¬ 
marks  should  not  be  construed  as  meaning  that  the  shop  com¬ 
mittee  has  no  legitimate  place  in  industry.  Quite  the  contrary. 
It  is  because  the  shop  committee  has  such  very  significant  and  im¬ 
portant  functions  to  perform  that  the  attempt  to  use  it  as  a  union 
substitute  is  especially  dangerous.  While  the  shop  committee 
may  replace  many  unions  for  a  time,  the  union  type  of  organiza¬ 
tion  cannot  permanently  be  displaced  by  such  an  incomplete 
structure,  since  the  logic  of  the  situation  will  ultimately  lead  the 
workers  to  organize  in  ever  larger  and  more  effective  units.  A 
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greater  danger  than  the  temporary  weakening  of  the  workers* 
bargaining  strength  is  the  probability  that,  if  the  shop  committee 
is  used  as  a  union  substitute,  the  minds  of  the  workers  will  become 
so  inflamed  that  they  will  retuse  to  see  its  good  points  and  will 
reject  it  utterly.  In  other  words,  if  it  becomes  a  question  of  shop 
committee  or  trade-unionism,  it  will  be  the  shop  committees  and 
not  unionism  that  ultimately  will  disappear.  If  the  valuable 
possibilities  of  the  shop  committee  are  to  be  preserved,  it  must 
be  clearly  envisaged  that  it  is  to  be  a  supplement  to  the  union 
and  not  a  substitute  for  them. 

What,  then,  are  the  functions  which  the  shop  committee  can 
perform,  once  the  union  has  been  recognized  as  the  body  with 
which  the  collective  bargain  is  to  be  made? 

1.  It  would  furnish  an  excellent  instrumentality  for  applying 
and  interpreting  the  terms  of  the  labor  agreement  made  with  the 
unions  and  would  enable  grievances  to  be  settled  with  a  minimum 
of  friction.  Any  labor  agreement  necessarily  creates  vexatious 
problems  of  administration,  such  as  the  correct  classification  of 
workmen  into  trades,  the  interpretation  of  overtime,  the  deter¬ 
mination  as  to  whether  discharges  are  made  for  cause  or  for  union 
membership  or  activity,  the  enforcement  of  rules  as  to  piece- 
rates,  hourly  wages,  etc.  Ordinarily  these  adjustments  are  made 
in  behalf  of  the  men  by  the  business  agent,  who  is  generally  both 
ignorant  of  the  details  of  plant  administration  and,  however  ex¬ 
cellent  as  a  combative  negotiator  of  the  original  contract,  is  sel¬ 
dom  tactful  in  bringing  grievances  to  the  attention  of  the  man¬ 
agement.  In  a  large  percentage  of  the  cases  he  interferes  with 
and  impedes  production  unnecessarily  in  his  attempt  to  settle 
grievances.  Indeed,  much  of  the  opposition  to  unions  on  the  part 
of  the  employers  is  due,  not  so  much  to  fundamental  opposition 
to  the  principle  of  collective  bargaining,  as  to  their  fear  of  a 
“walking  delegate”  interfering  unnecessarily  with  the  operation 
of  their  plants. 

Under  the  shop  committee,  this  irritation  would  be  reduced  to 
a  minimum,  since  the  shop  committeemen  would  know  the  par¬ 
ticular  situation  and  could  make  the  adjustments  with  the  man¬ 
agement.  In  those  few  cases  where  disagreement  would  occur 
between  the  employer  and  the  committee,  appeal  could  be  taken 
to  a  higher  board,  set  up  for  the  local  industrial  district,  before 
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which  the  business  agent  could  appear  (with  the  shop  committee) 
to  represent  the  workmen.  The  shop  committee,  moreover,  could 
settle  many  grievances,  such  as  abuse  by  foreman  or  fellow 
workers,  which  in  the  nature  of  the  case  are  now  impossible  to 
settle  even  in  a  union  shop.  The  equitable  adjustment  of  these 
grievances  by  a  body  in  which  the  workman  has  confidence  will 
result  in  a  much-improved  plant  morale,  in  greater  individual 
effort,  and  consequently  in  heightened  production. 

2.  It  would  permit  workers  and  employers  to  meet  on  a  com¬ 
mon  ground  and  understand  each  other.  The  representatives  of 
both  groups  can  meet  face  to  face  in  discussion  over  common 
problems.  From  this  meeting  a  better  mutual  attitude  is  almost 
invariably  created  than  would  be  secured  by  dealing  only  through 
intermediaries. 

3.  It  would  enlist  the  workers’  interest  in  production  to  a  much 
greater  extent  than  at  present  and  would  make  the  plant  more 
efficient.  Once  protected  by  the  collective  bargain,  workmen  can 
be  brought  to  realize  that  the  greater  the  production,  the  higher 
will  be  their  real  wages.  The  shop  committee  is  the  effective 
local  agency  whereby  this  may  be  impressed  upon  the  men  and 
their  appeal  will  have  far  greater  effect  than  if  it  came  directly 
from  the  management.  Not  only  can  the  general  appeal  for 
production  be  made  by  the  shop  committee,  but  it  can  also  set  up 
cooperative  relationships  with  the  management  along  a  number 
of  different  lines,  whereby  an  increase  in  quantity  and  an  im¬ 
provement  of  the  quality  of  the  goods  can  be  effected.  Some 
of  the  concrete  subjects  which  a  truly  representative  shop  com¬ 
mittee,  or  its  subcommittees,  can  deal  with  are:  ( a )  the  better 
utilization  of  the  practical  knowledge  and  experience  of  the  em¬ 
ployees,  which  under  ordinary  conditions  are  now  untapped; 
(b)  elimination  of  the  waste  of  materials;  (c)  better  coordination 
of  work  between  departments;  ( d )  introduction  and  utilization  of 
new  processes  and  machinery;  ( e )  cooperation  in  the  fixation  of 
standards  of  normal  quantity  and  quality  expected  at  various 
tasks;  (f)  methods  for  the  reduction  of  labor  turnover  and  ab¬ 
senteeism;  (g)  active  cooperation  in  accident  and  occupational 
disease  prevention;  ( h )  active  development  of  trade  training  in 
the  shop  and  supplementary  training  outside  the  plant. 

4.  It  would  train  the  worker  in  the  real  problems  of  industry 
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and  would  acquaint  him  with  the  actual  conditions  of  affairs. 
Much  of  our  present  industrial  unrest  comes  from  a  lack  of  know¬ 
ledge  of  what  the  basic  facts  of  business  are.  Much  of  it,  whether 
consciously  or  unconsciously,  comes  from  the  desire  of  workmen 
to  have  a  share  in  the  conduct  of  the  work  at  which  they  are  em¬ 
ployed.  The  shop-committee  system,  by  admitting  the  workmen 
to  a  partial  control  in  the  actual  government  of  production,  would 
not  only  be  extremely  educative  to  its  members,  but  to  all  the 
electors  as  well.  Just  as  the  ballot  leads  citizens  to  become  more 
interested  in  political  matters,  so  would  the  very  act  of  industrial 
suffrage  cause  the  workers  to  take  a  more  intelligent  interest  in 
the  affairs  of  the  workshop.  Industry  would  thus  become  edu¬ 
cative  in  a  real  sense,  turning  out  better  men  as  well  as  more 
goods.  With  the  increased  knowledge  of  actual  conditions,  im¬ 
possible  demands  upon  the  part  of  the  workmen  would  become 
less  frequent. 

5.  It  would  lay  the  basis  for  a  more  effective  organization  of 
the  workers,  with  the  plant  as  the  unit  of  organization  rather  than 
the  present  heterogeneous  local  composed  of  workers  from  dif¬ 
ferent  plants.  As  the  report  of  the  New  Jersey  State  Chamber 
of  Commerce  well  says: 

All  the  meetings  and  all  the  business  of  the  union  are  con¬ 
ducted  in  its  various  headquarters,  central  or  local,  which  are 
located  more  or  less  remotely  from  the  workshop  in  which  the 
constituency  of  the  union  is  located.  In  other  words,  the 
organization  is  to  a  considerable  degree  detached  from  its 
foundations.  Instead  of  coming  to  their  constituency  in 
the  places  where  it  is  located,  i.e.,  in  the  workshops,  the 
leaders  must  depend  upon  the  constituency  coming  to  them, 
i.e.,  to  the  headquarters,  whenever  its  participation  in  organ¬ 
ization  affairs  is  desired.  A  large  proportion  of  the  members 
fail  to  come  and  the  attendance  of  the  meetings  is  usually 
very  poor.  The  union  leaders  of  to-day  must  not  be  blamed 
for  this  fundamental  defect  of  their  organization.  It  had 
been  in  existence  long  before  they  started  their  activities. 

It  grew  up  under  conditions  when  employers  would  not  allow 
the  unions  to  transact  their  business  in  the  workshops  and 
would  discharge  the  men  who  were  active  in  the  union  move¬ 
ment 
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If  the  workshop  is  used  as  the  basic  local,  this  difficulty  will  be 
overcome  and  there  will  be  a  better  attendance  at  meetings  and 
more  interest  in  union  affairs. 

The  strength  of  the  coal  miners’  unions,  both  here  and  abroad, 
is  due  in  no  small  measure  to  the  fact  that  they  are  largely  organ¬ 
ized  with  the  pit  as  the  typical  local  and  that  they  thus  have  a 
cohesive  and  interested  group  of  members.  The  clothing  unions 
in  this  country  are  coming  more  and  more  to  use  the  shop  as  the 
basic  local  unit  of  organization,  while  the  printing  unions  have 
their  “chapel”  or  shop  organization  as  well.  Such  a  type  of  or¬ 
ganization  would,  of  course,  lead  to  industrial  rather  than  to 
craft-unionism,  since  the  entire  plant  would  be  the  unit  and  not  a 
specific  trade.  This  development  squares  on  the  whole  with  the 
progress  of  machine  industry  and  would  effect  the  practical  elim¬ 
ination  of  jurisdictional  disputes.  It  is  worthy  of  note  that  it  is 
precisely  this  desirability  of  the  workshop  as  the  basic  unit  of 
unionism  that  Guild  Socialists,  such  as  Mr.  G.  D.  H.  Cole, 
strongly  advocate. 

Conclusions.  Modern  industry  needs  both  the  shop  com¬ 
mittee  and  the  trade  union,  since  both  are  necessary  for  the 
effective  carrying-out  of  the  relationship  between  workmen  and 
employer.  This  relationship  is  neither  one  of  complete  antago¬ 
nism  nor  one  of  absolute  harmony.  Neither  the  I.W.  W.  preamble, 
with  its  statement  that  “the  working  class  and  the  employing 
class  have  nothing  in  common,”  nor  the  belief  of  the  liberal  em¬ 
ployer  that  “the  interests  of  labor  and  capital  are  identical,”  is 
completely  correct,  although  each  expresses  a  glittering  half- 
truth.  Paradoxical  as  it  may  sound,  the  interests  of  employer 
and  employee  are  at  once  both  harmonious  and  antagonistic. 
They  are  harmonious  in  that  it  is  to  their  mutual  interest  to  have 
the  profits  of  an  individual  concern  and  the  total  production  of 
society  as  large  as  possible.  The  larger  the  industrial  pie,  the 
more  there  is  to  divide;  the  higher  the  profits,  the  greater  the 
possibility  of  higher  wages.  Their  interests,  however,  are  an¬ 
tagonistic  in  the  division  of  the  product.  Each  wants  to  get  as 
large  a  share  of  the  pie  as  possible,  and  the  more  one  secures,  the 
less  will  the  other  receive. 

The  unions  hitherto  ha  re  been  chiefly  combative  organizations 
designed  to  protect  and  enhance  the  workmen’s  share  in  distribu- 
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tion.  This  is  still  a  necessary  function,  and  one  that  must  be 
performed  by  the  strong  organization  of  the  unions;  to  substitute 
the  shop  committee  or  even  the  industrial  council  for  them  would 
be  a  tragedy.  The  cooperative  features  of  the  relationship  be¬ 
tween  employer  and  employee,  however,  need  to  be  developed 
equally,  in  order  that  the  size  of  the  pie  may  be  increased  as  much 
as  possible,  and  in  performing  this  function  the  shop  committee  is 
invaluable.  The  relationship  of  the  two  bodies,  in  other  words, 
is  properly  complementary,  and  not  mutually  exclusive.  We  can 
only  hope  that  in  practice  this  harmonization  will  be  secured. 

2.  An  Example  of  Employee  Representation  1 

I  can  best  set  forth  the  new  method  of  cooperation  between 
employers  and  workers  in  America  —  generally  called  the  “shop- 
committee  ”  system  —  by  telling  the  extraordinarily  interesting 
story  of  what  has  happened  in  one  small  industry  where  it  has 
been  applied. 

Before  the  war  this  new  method  was  practically  unknown  either 
in  America  or  elsewhere,  although  there  were  several  pioneer  ex¬ 
periments  in  progress;  but  to-day  there  are  several  hundred  in¬ 
dustries  —  or,  if  individual  plants  are  counted,  many  thousands 
■ —  varying  all  the  way  from  huge  steel  plants,  like  the  Colorado 
Fuel  and  Iron  Company  and  the  Midvale  Steel  Company,  to 
little  factories  of  a  few  hundred  hands,  where  the  new  plan  is 
being  practically  tried  out.  In  a  following  chapter  I  shall  present 
a  general  survey  of  the  present  state  and  promise  of  the  entire 
movement  —  for  the  experiments  vary  widely  in  detail  and  still 
more  widely  in  spirit  —  but  the  actual  living  operation  of  the  new 
method  can  best  be  understood  by  looking  at  its  application  to  a 
small  industry  in  a  small  town  where  all  the  factors  are  plainly 
visible. 

Wappingers  Falls  is  a  very  old  town,  as  towns  go  in  America. 
It  lies  back  from  the  Hudson  River  a  few  miles  below  Pough¬ 
keepsie,  where  a  fine  stream  comes  down  out  of  the  hills  to  supply 
power  for  its  mill.  In  earlier  days  before  the  railroads  came,  its 
only  communication  with  New  York  was  by  way  of  Hudson 
River  sloops  which  in  summer  worked  in  through  the  narrow 
inlet,  or  in  winter  by  the  stage-coach  along  the  river  road. 

1  From  The  New  Industrial  Unrest,  pp.  149-65,  by  Ray  Stannard  Baker.  Pub¬ 
lished  by  Doubleday,  Page  &  Company. 
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Here  long  ago  a  bleachery  and  cotton  printworks  was  estab* 
lished  (now  called  the  Dutchess  Bleachery).  I  asked  a  bent  old 
man  I  saw  working  over  one  of  the  vats  how  long  he  had  been 
there. 

“What’s  that?” 

“How  long  have  you  worked  here?” 

“Fifty-nine  years,”  he  said,  “in  this  one  place.”! 

So  it  was  long  ago.  It  was  like  many  if  not  most  such  plants  in 
America.  It  had  its  Royal  Family  that  owned  everything  — 
mill,  houses,  land  —  and  lived  little  there,  but  had  leisure  for  edu¬ 
cation  and  European  travel — opportunity  written  large.  And  the 
people  worked  long  hours  —  as  long,  they  say,  as  fourteen  —  then 
twelve,  then  ten,  and  wages  were  low.  There  was  never  any  in¬ 
centive  upon  their  part  to  work  hard,  or  improve  methods,  or  in¬ 
crease  production,  because  no  surplus  of  their  common  toil  ever 
by  any  chance  reached  their  pockets,  for  their  income  was  inexor¬ 
ably  set  by  the  iron  law  of  supply  and  demand  in  the  wage  market. 
On  the  other  hand,  they  did  help  bear  whatever  losses  the  state  of 
the  trade  or  the  inefficiency  of  the  management  might  entail  upon 
the  industry  —  for  whenever  business  was  “dull”  the  mill  could 
be  slackened  down  or  closed,  and  they  thrown  out  of  employ¬ 
ment.  Their  labor  was  as  much  a  commodity  as  the  chlorate  of 
lime  they  used  in  bleaching  the  new  gray  cloth  or  the  starch  in 
stiffening  it. 

A  few  years  ago  the  mill  was  purchased  by  a  new  company,  the 
chief  owners  of  which  were  men  with  social  imagination.  They 
were  among  the  many  employers  in  America  who  are  beginning  to 
be  troubled  about  their  relationships  to  their  business  and  to  their 
workers. 

When  the  war  came  to  Wappingers  Falls,  there  was  that  sudden 
lift  of  common  effort,  common  enthusiasm,  which  for  a  moment 
fired  the  soul  of  America.  For  a  moment  we  forgot  ourselves;  we 
were  greater  than  ourselves.  There  are  those  who  mourn  over 
the  reaction  and  the  present  wave  of  unrest,  but  nothing  can  ever 
rob  us  of  that  great  moment,  nor  wipe  out  the  effect  of  it.  We 
shall  never  go  back  to  the  ante-bellum  ways  or  times.  Whether 
we  like  it  or  not  we  are  entering  a  new  world. 

The  war  jogged  Wappingers  Falls,  as  it  jogged  so  many  other 
towns,  into  a  sudden  self-consciousness.  It  had,  for  once,  a  good 
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look  at  itself.  Here  it  was,  a  rather  outwardly  attractive  town  of 
some  thirty-five  hundred  people  —  with  comfortable  shady  streets 
and  picturesque  hills  all  about.  Most  of  the  people  lived  in  pleas¬ 
ant  but  more  or  less  dilapidated  houses,  a  few  of  which  were  mis¬ 
erably  built  of  sheet  iron,  roofs  and  all,  as  cold  in  winter  as  they 
were  hot  in  summer.  There  was  one  big  Roman  Catholic  Church 
—  for  a  majority  of  the  people  are  of  Irish  and  Italian  origin  — 
and  four  struggling,  competing  Protestant  churches,  most  of  them 
without  vision  or  leadership.  Its  schools  were  no  better,  nor 
worse,  perhaps,  than  those  in  other  mill  towns  like  this  —  more  a 
habit,  a  routine,  than  a  source  of  power.  Its  politics  was  without 
issues  or  ideas:  had  degenerated  into  local  factional  strife  for 
trivial  authority  and  small  rewards.  Its  saloons  were  the  saloons 
of  any  small  manufacturing  town,  and  the  less  said  of  them  the 
better.  As  for  the  mill  in  which  all  the  people  worked,  for  which 
the  town  existed,  it  was  owned  almost  exclusively  (its  capital  is 
$1,350,000)  by  people  who  did  not  live  in  Wappingers  Falls  and 
never  had. 

Not  an  especially  pleasant  portrait,  you  say;  and  yet  this  town 
was  probably  better  than  the  average  of  mill  towns  in  America. 
It  might  be  called  ‘A  Portrait  of  an  American  Town  at  the  Begin¬ 
ning  of  the  Twentieth  Century.’  There  was  not  enough  emotion 
below  the  surface  to  make  its  aspect  tragic  —  there  was  only 
blankness,  dullness,  uncreativeness  —  boredom! 

In  the  summer  of  1917  a  young  minister  named  James  Myers 
went  to  Wappingers  Falls.  He  was  sent  by  the  owners  of  the 
company  to  see  what  he  could  do  to  change  the  conditions.  When 
the  new  company  had  taken  the  property,  it  had  been  much  run 
down  physically;  they  had  built  it  up,  got  it  on  a  profitable  basis, 
and  they  wanted  now  to  attack  the  problem  of  a  new  relationship 
with  the  personnel. 

Mr.  Hatch,  the  treasurer  of  the  company,  had  been  for  some 
time  interested  in  experiments  in  “industrial  democracy,”  and 
had  begun  the  introduction  of  the  new  system  in  a  mill  in  which 
he  was  interested  in  Abbeville,  South  Carolina.  He  wanted  to 
try  out  something  of  the  same  sort  in  Wappingers  Falls.  He  had 
only  two  general  ideas  regarding  the  method  of  going  abou  t  it  — 
both  fundamental;  one  was  to  go  slow,  not  make  changes  too 
abruptly;  the  other  was  to  be  honest  with  the  workers  at  every 


576  INDUSTRIAL  RELATIONS  POLICIES 

step,  that  is,  not  to  give  them  something  that  looked  like  a 
“new  deal,”  merely  as  a  screen  for  a  closer  riveting  upon  them  of 
the  old  system  —  or  to  prevent  unionism. 

A  meeting  of  the  five  hundred  operatives  was  called  and  the  new 
representative  plan  was  explained  to  them,  and  they  elected  by 
secret  ballot  six  representatives  (afterwards  eleven)  from  the 
various  departments.  These  were  organized  into  a  board  of  oper¬ 
atives,  and  James  Myers  was  chosen  executive  secretary,  his  sal¬ 
ary  being  paid  by  the  company.  It  is  to  his  enthusiasm,  vision, 
and  organizing  ability  that  the  plan  owes  much  of  its  success. 

There  was  one  small  labor  union  of  skilled  men  in  the  mill,  and 
they  joined  in  the  enterprise  and  elected  their  president,  Mr.  Ben¬ 
nett,  to  the  board,  where  his  experience  as  a  union  leader  was  of 
great  value.  The  board,  at  the  beginning,  was  given  three  groups 
of  powers: 

1.  To  solve  the  problem  of  housing.  The  company  houses  were 
out  of  repair  and  there  was  constant  complaint.  The  company 
agreed  to  give  the  board  of  operatives  entire  charge  of  these  houses 
and  to  supply  the  money  for  all  repairs  they  should  recommend. 

2.  To  take  up  the  matter  of  education  and  recreation  in  the 
community,  and  especially  the  matter  of  a  clubhouse  to  take  the 
place  of  the  saloons  when  they  should  be  closed. 

3.  The  board  was  also  empowered  to  suggest  methods  of  im¬ 
provement  to  the  management  in  other  matters  —  living  condi¬ 
tions,  wages,  and  the  like,  but  it  was  without  power  to  enforce  its 
recommendations. 

A  survey  of  housing  conditions  was  immediately  begun,  and 
the  practical  knowledge  of  the  operatives  on  the  board  was  at 
once  apparent  —  and  also  their  desire  to  maintain  a  businesslike 
attitude  toward  the  problem.  That  is,  they  held  that  the  houses 
ought  to  return  a  fair  interest  on  the  capital  invested.  At  once  a 
great  transformation  began  to  take  place  in  the  village:  recon¬ 
struction  of  old  houses,  new  paint,  new  conveniences;  and  even 
the  removal  of  several  antiquated  tenements.  All  this  was  en¬ 
tirely  managed  by  the  board  of  operatives,  but  paid  for  by  the 
company.  The  board  also  established  a  fine  baseball  and  ath¬ 
letic  field  in  a  natural  amphitheater,  and  a  playground  for  the 
children,  and  by  winter  they  had  taken  possession  of  one  of  the 
old  saloon  buildings  and  changed  it  into  a  well-equipped  village 
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clubhouse  which  is,  to-day,  one  of  the  most  popular  places  in 
town  —  a  center  of  its  life.  They  also  began  the  publication  of  a 
monthly  paper  called  Bleachery  Life  —  dealing  not  only  with  the 
new  plans,  but  with  all  sides  of  mill  life,  including  certain  news 
printed  in  Italian  for  Italian  workers.  This  has  been  a  real 
agency, in  awakening  mutual  interest.  Plans  have  now  been 
made  for  selling  all  company  houses  to  workers  at  low  prices  with 
deferred  payments:  and  a  savings  system  has  been  instituted. 

The  officials  of  the  company  kept  in  close  contact  with  these 
developments.  In  November,  1918,  they  were  ready  to  lay  the 
foundations  for  the  next  step.  Mr.  Hatch  addressed  a  mass 
meeting  of  the  workers  and  outlined  the  broader  aspects  of  his 
new  plan  which  he  called  a  partnership  between  workers,  manage¬ 
ment,  and  capital. 

In  a  partnership  each  partner,  he  explained,  shares  the  respon¬ 
sibility  of  management  by  taking  charge  of  the  business  he  is  best 
qualified  to  handle;  partners  are  also  entitled  to  know  the  general 
results  of  their  joint  efforts;  and  he  said  that  in  the  future  the 
board  of  operatives  would  receive  the  report  of  the  net  earnings  of 
the  company  just  as  did  the  board  of  directors;  and,  finally,  part¬ 
ners  share  in  the  final  net  profits  of  the  company,  and  he  outlined 
a  new  plan  of  profit  sharing  between  the  owners  and  the  workers 
which  1  shall  describe  later. 

Finally  he  summed  up  his  attitude  toward  the  whole  problem 
in  words  which  merit  careful  reading  as  a  fine  expression  of  ths 
new  point  of  view: 

Why  am  I  not  satisfied  with  the  system  of  paying  wages  as 
determined  by  supply  and  demand;  i.e.,  with  paying  the 
market  price  for  labor  and  making  as  large  profits  for  the  com¬ 
pany  as  market  conditions  will  permit?  Because  I  am  con¬ 
vinced  that  this  system  has  been  weighed  in  the  scales  of 
human  experience  and  found  wanting.  It  treats  every  em¬ 
ployee  as  a  means  to  an  end,  the  end  being  the  enrichment  of 
the  employer,  whereas  every  man,  every  woman,  and  every 
child  is  an  end  in  himself  or  herself,  the  most  valuable  crea¬ 
tions  in  the  universe.  To  phrase  it  differently:  Because  this 
system  has  on  the  one  hand  resulted  in  poverty  for  many  in 
this  glorious  land  of  plenty,  and  on  the  other  causing,  as  it 
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does,  the  concentration  of  great  wealth  in  the  hands  of  a 
few,  has  enshrined  the  pursuit  of  material  wealth  as  the 
dominant  life  motive  of  men. 

This  was  a  general  outline  of  principles:  as  yet  there  was  no  real 
machinery  for  working  them  out.  But  such  machinery  cannot  be 
created  out  of  hand:  it  has  to  develop  out  of  the  needs  of  the  situ¬ 
ation.  As  the  board  of  operatives  broadened  its  scope  of  activity, 
it  came  again  and  again  into  contact  with  the  deeper  problems  of 
the  mill  itself:  wages,  hours,  and  real  cooperative  control.  As  yet 
it  could  only  make  suggestions  to  the  management:  but  by  May, 
1919,  it  was  ready  to  ask  for  more  power.  The  board  explained 
to  the  company  that  “the  apathy  and  lack  of  interest  with  which 
the  employees  view  the  board  of  operatives”  were  due  to  the  fact 
that  its  powers  did  not  affect  directly  those  “things  in  which 
many  employees  are  most  vitally  interested  —  matters  within  the 
mill,  question  of  hours,  wages,  and  the  various  conditions  by 
which  they  are  surrounded  in  their  daily  work.”  In  response  to 
suggestions  from  the  management,  which  was  already  considering 
the  reduction  of  the  hours  of  labor  in  the  plant,  they  also  asked 
for  a  forty-eight-hour  week  instead  of  the  prevailing  fifty-five- 
hour  week  and  for  an  increase  of  wages  by  fifteen  per  cent.  At 
the  same  time  the  board  of  operatives  now  felt  enough  of  the  new 
spirit  of  cooperation  and  partnership  not  to  stop  merely  with  a 
demand  for  better  wages  and  shorter  hours  for  the  workers,  but 
they  offered  to  do  their  part  in  keeping  up  production.  They  ex¬ 
pressed  their  determination  to  produce  as  much  in  eight  hours  as 
formerly  in  ten,  and  actually  suggested  the  installation  of  time 
clocks  to  keep  a  record  of  all  employees.  Their  resolutions  are 
well  worth  considering: 

While  feeling  its  responsibility  in  making  these  suggestions 
(about  decreasing  hours  and  increasing  wages),  the  board  of 
operatives  believes  that  in  addition  to  the  saving  which  will 
be  affected  in  power  and  light,  the  plant  can  be  so  managed, 
and  its  efficiency  so  improved  in  other  ways,  as  to  result  in 
turning  out  practically  the  same  production  in  forty-eight 
hours  as  it  turns  out  at  present  in  fifty-five  hours.  To  this 
end  the  board  of  operatives  wishes  specifically  to  recommend 
the  following  methods  of  increasing  efficiency: 
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That  time  clocks  be  installed,  covering  all  operatives. 

That  regular  monthly  foremen’s  conferences  be  held  for 
mutual  discussion,  with  the  agent,  of  the  problems  of  mill 
management,  in  order  to  harmonize  the  working  of  the  vari¬ 
ous  departments  of  the  plant  with  each  other;  to  improve 
working  conditions  which  may  effect  plant  efficiency;  to  pro¬ 
mote  the  spirit  of  cooperation  among  all  departments,  and 
with  the  management,  and  to  increase  the  efficiency  and  pro¬ 
duction  of  the  entire  plant. 

That  a  mass  meeting  of  all  employees  be  called  and  full  ex¬ 
planations  made  in  regard  to  the  importance  of  cooperation 
on  the  part  of  every  one  in  order  that  production  may  be  kept 
up  and  no  loss  sustained  by  us  all  as  partners,  on  account  of 
reduction  of  hours. 

The  next  step  was  a  long  one.  The  company  decided  to  es¬ 
tablish  a  board  of  management,  consisting  of  three  members 
representing  the  employer’s  side  (the  manager  of  the  mill,  the 
New  York  agent,  and  the  treasurer  of  the  company  —  Mr.  Hatch) 
and  three  members  chosen  by  the  board  of  operatives,  Mr.  Aurs- 
wald,  Mr.  Beasley,  and  Mr.  Clark.  This  board  was  given  abso¬ 
lute  power  “  to  settle  and  adjust  such  matters  of  mill  management 
as  may  arise” — practically  complete  control  of  the  mill.  In 
case  of  a  deadlock  between  the  two  groups  over  any  question,  they 
are  empowered  to  elect  a  seventh  arbitrating  member  whose  de¬ 
ciding  vote  shall  be  final.  This  board  went  into  control  in 
August,  1919. 

A  profit-sharing  system  was  adopted  on  these  terms:  After  all 
expenses  are  paid,  including  six  per  cent  interest  on  capital,  the 
net  profits,  whatever  they  may  be,  are  divided,  half  and  half,  be¬ 
tween  the  stockholders  and  the  workers.  Mr.  Hess,  the  agent 
(manager)  of  the  mill,  has  introduced  a  very  complete  cost¬ 
accounting  system,  so  that  net  profits  can  be  known  monthly  and 
dividends  are  therefore  now  declared  monthly.  The  first  divi¬ 
dend  to  the  wage-workers  was  paid  last  August  and  represented 
four  per  cent  upon  wages  earned  in  the  previous  six  months. 

No  sooner,  however,  is  any  profit-sharing  plan  discussed  than 
the  problem  arises  as  to  what  will  happen  when  losses  come.  The 
company  has  met  this  problem  by  establishing  two  sinking  funds 
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to  be  built  up  out  of  profits  until  each  reaches  $250,060;  one  to 
pay  half  wages  to  workers  if  the  mill  is  forced  to  close  down,  the 
other  to  maintain  regular  interest  on  capital. 

These  new  responsibilities,  coupled  with  the  new  opportunities 
for  a  real  share  in  any  increased  effort,  have  awakened  a  wholly 
new  spirit  in  the  mill.  There  is  a  reason  now  for  “getting  busy/' 
for  pushing  up  production.  Instead  of  opposing  the  introduction 
of  efficiency  schemes  in  the  plant  —  as  workmen  so  often  -do  — 
they  welcome  them.  For  more  production,  more  efficient  wdrk, 
means  more  profits  —  and  half  of  all  profits  go  to  them. 

I  want  to  give  one  example  of  this.  Last  winter  the  New  York 
office  “came  back”  at  the  board  of  operatives  at  the  mill  because 
of  damage  to  one  large , shipment  of  cloth  through  “pin-cuts.” 
It  had  cost  the  company  $6000.  In  former  times  this  loss  would 
have  been  “swallowed”  and  not  much  said;  perhaps  some  em¬ 
ployee'  “  fired  ”  if  the  guilty  one  coUld  be  found.  Here  is  the  way 
the  New  York  office  expresses  its  feelings  to  the  operatives  at  the 
■mill:  .  « 


Let’s  just  for  the  fun  of  the  thing  figure  this  out  for  each  of 
us.  Increased  expenses  mean  decreased  profits,  and"  in  this  ’ 
instance  our  decrease  in  profits  amounts  to  about  $6000,  less  : 

(  what  we  can  get  for  the  salvage.  Under  our  partnership-  > 
agreement  the  stockholders  stand  half,  or  $3000,  and  the 
other  $3000  is  at  the  expense  of  the  operatives.  You  all  can  ' 
easily  figure  out  for  yourselves  just  about  what  your  indi-  • 
vidual  share  of  this  is,  and  can  ask  yourselves  if  you  got  your 
money’s  worth.  We  are  sure  the  stockholders  did  not.  yVe 
haven’t  written  you  a  letter  for  some  time,  but  this  subject  > 
sure  did  drag  us  out  of  our  shell.  .  .  v;  v  ; 

'  '  n  t  -,v.  > 

It  was  no  trouble  for  the  five  hundred  operatives  at  the  mill  to 
calculate  what  that  piece  of  carelessness  cost,  on  an  average,  each 
of  them.  It  was  $6.  It  went  through  the  mill  like  a  shock  and  it 
was  known  just  how  and  where  the  damage  occurred.  It  can  be 
seen  what  the  public  opinion  of  the  mill  would  be  toward  those 
workers  who  had  been  so  careless  as  to  reduce  by  $6  the  profits  of 
every  employee  in  the  mill. 

Another  thing  the  board  of  operatives  has  done  is  to  offer 
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prizes  for  suggestions  from  workers  —  in  order  to  get  the  minds 
of  every  one  to  working  upon  the  common  problems  of  the  shop. 
This  has  already  resulted  in  a  number  of  improvements.  At  the 
payment  of  each  month’s  dividend,  also,  Mr.  Hess  proposes  to 
hold  a  mass  meeting  and  go  over  all  the  affairs  of  the  mill  and 
show  the  workers  where  they  can  improve  processes,  cut  corners, 
save  money.  With  both  managers  and  men  working  at  improve¬ 
ment  of  methods,  something  is  bound  to  happen  at  Wappingers 
Falls! 

But  this  is  not  all.  The  company  has  now  gone  still  a  step 
further  upon  the  road  to  “industrial  democracy.”  It  has  recog¬ 
nized  its  own  board  of  directors.  It  has  now  five  members,  three 
representing  capital  and  management,  one  elected  by  the  board  of 
operatives,  and  one  representing  the  community  of  Wappingers 
Falls  —  who  is  the  president  of  the  town.  This  is  aimed  to  draw 
together  all  the  interests  concerned:  the  management,  the  work¬ 
ers,  the  town.  Especially  is  the  last  a  novel  idea  —  community 
representation;  for  in  all  old  mill  towns  there  is  a  heavy  weight  of 
dull  local  suspicion  of  the  mill  and  the  company.  If  the  town  can 
know  what  is  going  on,  it  is  the  theory  of  Mr.  Hatch  that  the  town 
also  will  help.  He  wants  good-will  all  the  way  round.  The  com¬ 
pany  has  now  also  made  arrangements  to  sell  shares  of  its  stock 
to  its  operatives  at  a  price  somewhat  below  market  value. 

The  greatest  source  of  difficulty,  suspicion  and  jealousy,  leading 
to  war  in  international  affairs,  is  secret  diplomacy.  And  so  it  is 
in  industrial  affairs:  secret  deals,  back-stairs  agreements,  sly 
bookkeeping,  dishonest  profit  sharing.  The  men  behind  the 
Wappingers  Falls  experiment  recognize  this,  and  have  provided 
for  a  wide  degree  of  publicity.  With  representatives  of  the  board 
of  operatives  sitting  on  the  board  of  management  of  the  mill, 
nothing  relating  to  the  manufacturing  end  of  the  business  can  be 
covered  up  —  and  now  with  a  delegate  of  the  operatives  and  of 
the  town  in  the  board  of  directors  the  entire  inside  of  the  com¬ 
pany’s  business  will  be  known.  This  is  a  very  advanced  step  — 
taken,  so  far  as  I  know,  by  only  two  other  employers:  one  the 
Filene  Store  in  Boston,  the  other  the  Procter  &  Gamble  Soap 
Company  of  Cincinnati.  It  is  perhaps  practicable  yet  only  in 
relatively  small  industries,  but  it  is  a  tremendous  demonstration 
of  the  absolute  sincerity  of  the  employer  in  approaching  his 
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problem.  It  is  also  the  best  insurance  to  the  employer  that  his 
industry  will  weather  hard  times  and  the  possible  necessity  of 
reducing  wages  with  the  full  cooperation  of  the  workers  —  for 
they,  also,  will  be  on  the  inside  and  know  of  the  difficulties  and 
problems  that  confront  the  industry  as  well  as  he  does. 

This,  in  brief,  is  the  new  plan  as  applied  at  Wappingers  Falls. 
It  is,  of  course,  very  new  —  as  are  all  of  these  experiments.  As 
Mr.  Hatch  himself  says:  “We  cannot  really  know  how  it  will 
work  until  it  has  been  under  way  for  three  or  four  years  and  we 
have  passed  through  a  period  of  hard  times  and  losses.  That  will 
be  the  test  of  it!” 

The  great  point,  however,  is  that  here  the  spirit  of  approach  is 
honest  on  both  sides:  there  are  the  beginnings  of  real  cooperation, 
of  real  democratic  control.  With  such  a  spirit  new  adjustments 
can  be  made  to  meet  new  difficulties.  Like  any  other  human 
scheme  it  can  be  attacked  and  criticized  at  many  points,  but  the 
great  thing  here  is  that  the  problem  is  being  approached  with  a 
genuine  scientific  desire  to  know  the  conditions  and  a  spirit  of 
good-will  in  meeting  them.  If  this  does  not  work,  nothing  else 
will  —  and  we  might  as  well  toss  over  civilization,  retire  to  the 
cynic’s  corner,  and  rail  at  the  wickedness  of  men! 

I  should  also  like  to  add  just  this  observation :  and  it  applies  as 
well  to  most  of  these  new  experiments,  where  they  are  genuine,  and 
that  is  that  both  sides  seem  to  be  “having  the  time  of  their  fives” 
—  downright  enjoyment  of  the  new  adventure.  For  it  is  real 
creative  work  in  a  new  field  —  the  most  fascinating  kind  of  cre¬ 
ative  work:  with  human  beings.  As  one  employer  in  another 
industry  said  to  me,  “It’s  the  most  interesting  thing  I  ever  did  in 
my  fife.  It  beats  mere  money-making  all  hollow!” 

Like  any  other  truly  creative  work  its  results  exceed  expecta¬ 
tions,  and  yield  unanticipated  rewards. 

3.  A  Comprehensive  Industrial  Relations  Policy 

The  Standard  Oil  program.  The  Standard  Oil  Company  of  New 
Jersey  offers  a  good  illustration  of  what  can  be  done  along  the  fine 
of  a  workable  industrial  relations  policy.  This  corporation  has  a 
well-formed  policy  touching  as  nearly  as  possible  every  point  of 
contact  with  its  employees.  It  is  not  the  policy  of  an  extremist  — 
the  Standard  Oil  Company  is  large  enough  to  take  care  of  itself, 
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and  does  not  have  to  make  concessions  to  labor  that  it  feels  are 
unwarranted.  For  instance,  the  company  insists  upon  the  main¬ 
tenance  of  the  open  shop.  But  the  company  finds  it  good  business 
to  form  closer  contacts  with  its  employees  than  the  old-fashioned 
autocracy  of  industry  was  accustomed  to  have.  No  plan  which 
is  held  out  to  the  workers  to  “do  them  good”  can  truly  succeed; 
the  employee  is  human,  and  does  not  want  any  one  to  officiously 
“do  him  good.”  His  relation  to  his  employer  is  one  of  business, 
and  he  prefers  to  keep  it  so.  If  the  employer  has  a  scheme  that 
will  be  profitable  to  both  sides,  the  worker  feels  that  he  can  trust 
it  a  little  farther.  It  is  upon  this  basis  that  the  Standard  Oil 
Company  of  New  Jersey  has  built  its  plan.  They  phrase  it  in 
this  manner: 

The  labor  policy  of  the  Standard  Oil  Company  (New  Jer¬ 
sey)  is  based  upon  certain  well-established  principles  which 
have  been  developed  on  the  fundamental  proposition  of  a 
square  deal  for  all  concerned :  the  employees,  the  management, 
the  stockholders,  and  the  public.  Several  features  of  this 
policy  have  been  part  of  the  company’s  policy  for  many  years; 
other  features  have  been  the  outgrowth  of  joint  conferences 
held  during  the  past  few  years,  but  the  entire  program  has 
been  subject  to  review  and  amendment  by  the  joint  con¬ 
ferences  in  order  that  it  may  continue  to  express  the  united 
judgment  of  both  employer  and  employee.  The  outstanding 
features  of  this  program  as  at  present  established  at  the  re¬ 
fineries  are  as  follows: 

1.  No  discrimination  by  the  company  or  its  employees 
on  account  of  membership  or  non-membership  in  any 
church,  society,  fraternity,  or  union. 

2.  Collective  dealing  as  to  all  matters  of  mutual  interest, 
made  effective  through  the  industrial  representation 
plan. 

3.  Paying  at  least  the  prevailing  scale  of  wages  for  sim¬ 
ilar  work  in  the  community. 

4.  The  eight-hour  day,  or  its  equivalent. 

5.  One  day’s  rest  in  seven,  preferably  on  Sunday,  or 
the  equivalent  of  such  period. 

6.  Sanitary  and  healthful  working  conditions. 
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7.  just  treatment  assured  each  employee,  with  opportu¬ 
nity  for  submission  of  all  grievances  for  adjustment 
through  the  industrial  representation  plan. 

8.  Continuous  effort  to  eliminate  accidents  through  ef¬ 
fective  safeguards  and  active  cooperation  of  employees 
and  committees,  under  expert  supervision. 

9.  Payment  of  disability  benefits  in  case  of  accidents  in¬ 
curred  while  at  work. 

10.  Health  supervision  by  a  competent  medical  staff. 

11.  Payment  of  sickness  benefits  after  one  year’s  service. 

12.  Opportunity  for  special  training  to  qualify  employee 
for  \  better  ■  work,  with  standard  system  of  keeping 
record  of  service  performed. 

13.  Promotion  according  to  ability  demonstrated  and 
length  of  service. 

14.  Partnership  through  stock  ownership  made  easily 
possible  for  the  thrifty  employee  after  one  year’s  serv¬ 
ice,  through  a  stock  acquisition  plan  open  until  De¬ 
cember  30,  1925,  the  company  adding  fifty  per  cent  to 
the  amount  invested  by  the  employee. 

15.  Assurance  of  a  generous  annuity  at  the  age  of  sixty- 
five,  guaranteed  for  life  after  twenty  years  of  service, 
with  special  consideration  for  those  who  become  dis¬ 
abled  before  that  period. 

16.  Death  benefits,  or  insurance,  providing  $500  to  $2000 
for  dependents  of  employees  of  one  year  or  more  of 
service. 

I  "T  r>  “ ;  ‘  ■  >  •  •  '■ 

These  are  the  Standard’s  sixteen  points,  set  forth  in  briefest 
fashion.  An  analysis  will  show  them  to  be  more  comprehensive 
than  they  appear  on  the  surface. 

The  program  analyzed.  The  first  plank  in  the  platform  is  the 
industrial  representation  plan,  the  underlying  purpose  of  which  is 
said  to  bb  justice  for  both  sides.  It  attempts  to  provide  a  point  of 
contact  between  the  management  and  each  employee,  and  regular 
opportunities  for  collective  action  by  representatives  of  the  em¬ 
ployees  and  of  -  the  management  on  all  matters  of  mutual  interest. 
Such  a  plan,  honestly  carried  out,  would  obviously  be  of  great 
advantage  to  the  workers;  the  company  also  expected  to  gain, 
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believing  that  “a  system  which  would  create  an  opportunity  for 
the  honest  expression  and  fair  consideration  of  the  views  of  all, 
which  would  send  the  men  about  their  work  with  the  conscious¬ 
ness  that  so  long  as  the  industry  flourished  their  interests  were 
safeguarded,  must,  in  the  long  run,  bring  results  in  contentment, 
efficiency,  cooperation,  harmony,  and  mutual  profit.” 

Joint  conference.  The  plan  provides  for  the  election  by  the 
employees,  by  secret  ballot,  of  men  to  represent  them  in  a  joint 
conference  with  representatives  of  the  management.  There  is 
one  representative  for  every  one  hundred  and  fifty  employees, 
with  at  least  two  from  each  division  of  the  works.  These  workers 
meet  with  representatives  of  the  company,  and  this  joint  con¬ 
ference  is  authorized  to  handle  all  matters  of  mutual  interest,  such 
as  wages,  hours,  working  and  living  conditions.  The  conference 
appoints  committees  and  divisional  joint  conferences,  which  can 
settle' particular  problems,  often  without  bringing  them  into  the 
works  conference;  the  last-named  is,  however,  the  open  court  of 
appeal,  with  the  further  right  of  appeal  to  the  highest  officials  of 
the  company. 

Under  a  joint  agreement  adopted  by  the  joint  conference,  cer¬ 
tain  matters  were  settled  and  set  down  in  black  and  white.  First, 
an  employment  department  was  provided  for,  with  the  duties  of: 
(1)  Engaging  all  employees.  In  this,  no  discrimination  is  per¬ 
mitted  between  union  and  non-union  men;  the  absolute  open  shop 
prevails.  By  a  personal  interview,  the  fitness  of  the  applicant, 
intellectually  and  by  experience,  is  learned.  A  physical  examina¬ 
tion  is  required,  before  the  applicant  is  finally  hired.  (2)  To  act 
as  a  clearing-house  in  transfers  of  employees,  from  departments 
where  work  is  slack,  to  other  departments  needing  men.  (3) 
To  advise  employees  on  personal  matters,  upon  request,  and  to 
listen  to  reasons  for  desiring  to  be  transferred  to  another  depart¬ 
ment. 

The  agreement  is  definite  on  the  subject  of  discipline,  as  this 
is  so  often  the  starting-point  of  friction.  There  is  a  list  of  offenses 
which  automatically  result  in  discharge.  These  include  viola¬ 
tions  of  the  civil  law,  with  particular  attention  to  fighting,  im¬ 
moral  conduct,  stealing,  and  the  like;  violations  of  certain  neces¬ 
sary  safety  rules,  mostly  in  connection  with  the  handling  of  rail¬ 
road  equipment  and  plant  machinery;  failure  to  report  accidents; 
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insubordination;  absence  from  duty  without  permission;  willful 
lack  of  care  in  handling  company  property;  and  similar  offenses. 
The  advantage  of  such  a  list  lies  not  in  its  completeness  or  lax¬ 
ness;  its  value  is  that  it  is  perfectly  definite,  and  every  worker 
knows  just  what  to  expect  when  he  conducts  himself  in  a  certain 
way.  No  other  offenses  than  those  on  the  list,  which  is  posted 
conspicuously  throughout  the  plant,  can  cause  immediate  dis-  / 
charge.  Other  offenses  may  bring  a  warning,  and,  if  persisted  in, 
discharge  by  the  employment  department,  not  the  foreman. 

Any  employee  who  feels  that  he  has  not  had  a  fair  deal  may 
place  his  case  before  the  joint  conference,  either  in  person  or 
through  his  representative.  If  he  is  still  dissatisfied  after  their 
settlement,  he  may  appeal  to  the  higher  officials  of  the  company. 

Wage  adjustments  are  made  in  the  joint  conferences  between 
the  employees’  representatives  of  the  division  affected  and  the 
representatives  of  the  company,  although  the  approval  of  the 
board  of  directors  is  required  before  any  adjustment  becomes 
effective. 

The  actual  workings  of  the  plan  appear  in  following  a  case 
through  the  possible  channels  of  adjustment.  A  grievance  is 
first  referred  to  the  employee’s  own  particular  representative, 
who  takes  it  up  with  the  foreman.  Failing  in  this,  either  the 
representative  or  the  foreman  will  take  it  to  a  division  conference, 
which  is  a  duly  elected  and  appointed  conference  for  that  one 
division.  If  it  fails  to  make  a  decision,  the  matter  goes  to  the 
works  joint  conference,  which  meets  quarterly,  or  in  the  interim 
to  its  standing  understudy,  the  executive  council;  if  the  latter 
cannot  settle  it,  then  it  has  to  go  to  the  joint  conference.  As  a 
place  of  last  resort,  the  case  may  be  taken  to  the  higher  officials  of 
the  company  in  order,  but  this  is  almost  never  necessary.  At  any 
step,  appeal  may  be  taken  if  the  decision  of  the  conference  is  not 
unanimous.  The  actual  use  of  all  these  steps  is  unheard  of,  and 
tneie  is  the  added  advantage  that  employees  feel  free  to  take  up 
matters  with  their  own  foreman,  knowing  that  there  is  always 
the  possibility  of  appeal  if  necessary. 

It  is  the  policy  of  the  company  to  encourage  its  workers  to  get 
ahead,  and  it  provides  evening  classes  whenever  there  is  enough 
interest  in  a  subject  to  warrant  it.  Americanization  classes  are 
also  available,  and  insisted  upon  for  those  needing  them. 
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The  company  maintains  a  medical  service,  to  give  treatment 
for  injury  and  for  sudden  sickness.  It  attempts  to  enlist  the 
workers  in  a  continuous  campaign  of  sanitation  and  prevention. 
It  gives  every  new  employee  a  physical  examination,  which  may 
be  repeated  when  desired. 

Benefit  features.  The  second  big  feature  of  the  Standard  Oil 
Company  (New  Jersey)  program  relates  to  annuities  and  bene¬ 
fits.  If  employees  of  at  least  one  year’s  service  are  unable  to 
work  because  of  sickness  for  more  than  a  period  of  seven  days,  the 
company  will  pay  half-pay  benefits  from  the  date  of  first  absence 
for  a  period  of  from  six  to  seventy-eight  weeks,  according  to 
length  of  service.  This  must  be  approved  by  the  company 
doctor.  Larger  benefits  are  allowed  in  the  case  of  tubercular 
patients,  because  of  the  nature  of  the  disease. 

Great  stress  is  laid  on  the  prevention  of  accidents,  with  safety 
inspectors  and  safety  committees  constantly  at  work.  But  when 
an  accident  does  happen  to  a  man  while  at  work,  the  company 
furnishes  all  necessary  medical  care  and  treatment.  Further¬ 
more,  it  pays  greater  benefits  than  required  by  law  —  full  pay  for 
sixteen  weeks  of  total  disability,  and  two-thirds  pay  for  the  next 
thirty-six  weeks,  and  thereafter  compensation  as  required  by  the 
State  law.  Those  failing  to  observe  the  rules  made  for  the  pre¬ 
vention  of  accidents  forfeit  all  claim  to  benefits. 

After  a  year  of  service,  every  employee’s  life  is  insured,  and  at 
his  death  his  dependents  receive  from  $500  to  $2000,  depending 
on  the  length  of  his  service.  This  lapses,  of  course,  if  the  em¬ 
ployee  leaves  the  company’s  service. 

A  pension  scheme  is  also  in  operation.  At  the  age  of  sixty-five 
and  after  twenty  years  of  service,  an  employee  is  retired  on  a 
pension,  the  size  of  which  is  based  on  the  wages  earned  during  tbe 
previous  five  years  and  the  length  of  service.  In  no  case  is  it  less 
than  $300  a  year,  and  may  go  as  high  as  seventy-five  per  cent  of 
the  annual  earnings. 

Copartnership.  The  final  point  in  the  program  is  a  scheme 
enabling  the  workers  to  invest  in  the  company.  After  being  with 
the  company  for  a  year,  any  worker  may  have  as  much  as  he 
wishes  deducted  from  his  pay,  up  to  one  fifth  of  his  earnings,  and 
credited  toward  the  purchase  of  common  stock  of  the  Standard 
Oil  Company  (New  Jersey).  For  each  dollar  so  saved,  the  com- 
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pany  adds  fifty  cents,  feeling  that  a  thrifty  employee  is  worth 
more  to  them.  The  present  plan  terminates  in  December,  1925/ 
and  its  extension  will  depend  largely  upon  the  favorable  reaction 
of  the  workers  to  it. 

Such  is  the  employee  relations  policy  of  the  Standard  Oil 
Company  of  New  Jersey.  It  is  not  perfect;  in  fact,  it  contains 
some  features  that  might  well  be  eliminated,  and  there  is  room 
for  much  improvement.  But  it  is  a  working  plan,  and  has  been 
well  received  by  the  employees.  Some  of  their  representatives 
expressed  it  in  these  words: 

In  the  industrial  representation  plan  the  wage-earner  has  a 
channel  through  which  his  aims,  aspirations,  ideals,  and  his 
hopes  are  brought  to  the  forefront,  and  discussed  in  a  sane, 
sober,  sensible  manner.  You  don’t  have  to  be  dubious  about 
going  down  and  asking  for  your  rights.  You  have  a  channel 
through  which  you  can  do  it. 

After  all,  the  first  demand  of  labor  is  not  bigger  wages, 

.  although  you  may  think  it  is.  The  men  want  their  bosses 
to  recognize  that  they  are  men  with  all  the  pride,  the  self- 
respect,  and  the  right  to  happiness  of  every  other  human 
being.  The  company  encourages  a  representative  to  perform 
his  duties  properly  so  that  the  management  and  the  men  will 
get  a  square  deal.  This  makes  the  plan  interesting  and 
worth  while,  and  gives  men  a  new  feeling  and  spirit  about 
their  work.  Hence  it  has  achieved  results  which  people  call 
incredible. 

4.  Attitude  of  Organized  Labor  toward  Works 

Councils  1 

Opposition  to  “  company  unions.”  Organized  labor  is  officially 
against  all  plans  of  industrial  government  that  do  not  provide  for 
union  recogrition,  though  it  does  not  object  to  a  system  of  em¬ 
ployees’  committees  elected  within  a  shop  if  those  committees 
are  supplemental  to  a  trade-union  agreement.  At  the  Atlantic 
City  Convention  of  the  American  Federation  of  Labor  in  1919, 

,,  1  From  Experience  with  Works  Councils  in  the  United  States,  National  Industrial 
Conference  Board,  Research  Report  no.  50,  pp.  138-47.  New  York,  1922. 
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'“company  unions,”  as  works  councils  were  termed,  were  con¬ 
demned  as  “a  delusion  and  a  snare,”  1  set  up  by  employers  “for 
the  express  purpose  of  deluding  the  workers  into  the  belief  that 
they  have  some  protection  and  thus  have  no  need  for  trade-union 
organization.”  The  trade  union  was  stated  to  be  the  “only  kind 
of  organization”  fitted  for  the  purpose  of  collective  bargaining, 
and  all  trade-unionists  were  advised  “  to  have  nothing  to  do  ”  with 
“company  unions.” 

This  attitude  toward  employee  representation  plans  still 
characterizes  the  speeches  and  writings  of  the  leaders  of  the 
American  Federation  of  Labor,  and  a  general  propaganda  against 
works  councils  has  been  constantly  conducted  by  the  Federation. 

In  the  discussion  of  the  cases  that  follow,  it  will  be  noted  that, 
in  spite  of  this  fact,  individual  trade-unionists  in  many  instances 
have  taken  part  in  works  council  activities,  and  have  not  followed 
their  leaders  in  the  latter’s  opposition  toward  “company  unions.” 

Union  men  as  representatives.  Most  representation  plans  make 
no  discrimination  against  employees  because  of  membership  in  a 
labor  organization.  Trade-union  employees  are  eligible  for  elec¬ 
tion  as  representatives  —  not  as  representatives  of  an  outside 
labor  organization,  but  as  representatives  of  the  employees  in  the 
plant.  In  some  instances  trade  unions  have  been  successful  in 
creating  committees  composed  entirely  of  union  employees,  and 
this  has  often  been  followed  by  an  endeavor  to  secure  benefits  for 
the  unions  irrespective  of  the  effect  upon  the  industry.  In  some 
cases  plans  have  had  to  be  abandoned  because  of  the  determina¬ 
tion  of  trade  unions  to  utilize  the  committees  for  their  own  ends. 

This  has  not  been  true,  however,  in  the  majority  of  plants. 
Employers  have  reported  that  members  of  trade  unions  as  em¬ 
ployee  representatives  have  been  quite  as  satisfactory  as  non¬ 
union  employees.  They  have  appreciated  the  benefits  that 
accrue  from  a  works  council  animated  by  a  spirit  of  fairness  on 
both  sides,  and  have  not  attempted  to  convert  the  councils  into 
organs  for  the  propagation  of  trade-union  principles. 

The  experience  of  a  large  company  with  works  councils  in 
twenty-four  plants  is  of  particular  interest  in  this  connection.  No 

1  American  Federation  of  Labor.  Report  of  the  Proceedings  of  the  Thirty-Ninth 
Annual  Convention,  June,  1919,  pp.  249,  250.  The  other  quotations  in  this  and 
the  following  paragraphs  are  from  the  same  source. 
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direct  attempts  haM  e  been  made  by  organized  labor  to  undermine 
or  overthrow  the  works  councils  at  any  of  the  plants.  The  only 
direct  influence  exerted  by  organized  labor  has  been  “the  general 
propaganda  of  the  American  Federation  of  Labor  on  the  subject.” 
One  of  the  company  officials  stated  that  probably  “fully  fifty 
per  cent  of  our  employee  representatives  are  union  men.” 

There  has  never  been  any  indication  from  their  attitude  or 
acts  in  council  that  they  were  not  as  fully  in  accord  with  the 
principle  underlying  the  plan  as  have  been  those  employee 
representatives  who  are  not  members  of  trade  unions. 

A  western  coal  and  iron  mining  company  reported  a  varied 
experience  with  regard  to  the  attitude  of  the  employee  representa¬ 
tives  who  were  members  of  trade  unions.  The  councils  in  the 
five  plants  of  this  company  were  first  formed  in  1915,  following  a 
serious  strike.  Both  the  United  Mine  Workers  and  trade  unions 
connected  with  the  steel  industry  have  endeavored  to  induce  the 
employees  to  ignore  the  representation  plan,  and  in  some  instances 
these  attempts  have  met  with  a  temporary  success.  At  the  time 
of  the  steel  strike  in  1919,  the  employee  representatives  at  one  of 
the  company’s  plants  were  largely  union  men  and  “apparently 
interested  in  promoting  union  policies.”  This  condition  has  not 
prevailed  since  the  steel  strike,  although,  wrote  a  company  of¬ 
ficial,  “probably  some  of  the  representatives  are  members  of 
unions.” 

Despite  the  action  of  the  National  Machinists’  Union,  who  de¬ 
cided  to  oppose  the  works  council  of  the  “committee”  type  in  a 
Mid- Western  arsenal,  the  individual  machinists  have  taken  an 
active  part  in  the  council’s  activities.  The  chairman  and  vice- 
chairman  and  one  other  member  of  the  joint  conference  commit¬ 
tee  are  machinists.  It  is  noteworthy  that  the  other  trade  unions 
represented  in  the  arsenal  have  “lent  their  support,  interest,  and 
cooperation  to  all  moves  in  connection  with  the  council.” 

In  an  Eastern  plant  in  which  a  number  of  local  unions  are  re¬ 
presented,  the  union  employees  have  taken  the  lead  in  securing 
representatives  on  the  works  committees.  The  works  council 
was  introduced  into  this  plant  under  exceptionally  trying  circum¬ 
stances  following  a  strike.  The  National  War  Labor  Board, 


EMPLOYEE  REPRESENTATION  '  591 

under  whose  jurisdiction  the  case  came,  ordered  the  formation  of 
“shop  committees.”  A  carefully  prepared  plan  of  representa¬ 
tion,  drawn  up  between  representatives  of  the  employees  and  the 
management,  was  agreed  to  by  both  parties  and  has  been  working 
successfully  since  its  inception  in  1919.  Some  of  the  employees 
who  led  the  strike  which  precipitated  the  intervention  of  the  War 
Labor  Board  are  now  ardent  supporters  of  the  works  council. 
These  men  are  trade-unionists  and  occupy  prominent  positions  in 
the  local  trade-union  movement.  The  company  reported  itself  as 
well  satisfied  with  the  type  of  employees  elected  as  representa¬ 
tives,  ninety  per  cent  of  whom  are  trade-unionists.  Management 
characterized  them  as  “the  recognized  leaders  in  each  depart¬ 
ment.”  One  of  the  employee  representatives,  who  is  also  an 
official  in  the  local  Trades  and  Labor  Council,  gave  his  opinion  of 
the  relation  between  the  council  and  the  union  as  follows: 

In  a  plant  where  the  employer  won’t  recognize  the  unions 
and  won’t  deal  with  them,  I  think  the  unions  should  make  all 
the  use  they  can  of  a  works  council.  It’s  the  only  way  we 
have  of  getting  in  touch  with  the  management,  and  why 
shouldn’t  we  use  it?  There  is  nothing  to  be  gained  by  stand¬ 
ing  off  and  refusing  to  take  part  in  the  council. 

We  see  to  it  that  union  men  are  elected  to  the  committees. 
We  can  bring  up  before  the  management  in  that  way  the 
things  we  want  them  to  do.  If  we  didn’t  make  use  of  the 
council  plan,  our  point  of  view  wouldn’t  receive  any  consider¬ 
ation  at  all. 

A  different  attitude  was  found  to  characterize  the  business 
agent  of  one  of  the  local  trade  unions.  The  plan  was  assailed  by 
this  union  official  as  being  simply  a  means  of  getting  union  em¬ 
ployees  to  drop  their  memberships  in  the  unions.  Those  repre¬ 
sentatives  who  were  trade-unionists  were  accused  of  having  “sold 
out”  to  the  company;  they  were  getting  in  well  with  “the  boss,” 
so  as  to  get  a  “white-collared”  job.  An  international  oflicer  of 
the  same  union  attacked  the  plan  on  the  ground  that  it  broke 
down  the  workers’  solidarity,  leaving  them  powerless  and  at  the 
mercy  of  the  employer.  In  the  eyes  of  this  official  the  workers 
would  sooner  or  later  see  through  the  employers’  “little  game” 
and  turn  there  would  be  an  immense  rush  to  join  the  trade  unions 
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again.  In  August,  1919,  the  plant  was  said  to  be  ninety  per  cent 
unionized.  Since  that  time,  however,  a  large  number  of  the  em¬ 
ployees  have  dropped  their  union  memberships,  till  at  the  present 
time  it  is  believed  that  not  more  than  sixty  per  cent  of  the  em¬ 
ployees  belong  to  trade  unions. 

In  another  plant  with  a  plan  of  the  “industrial  democracy” 
type,  the  president  of  the  company,  writing  with  regard  to  the 
relations  between  the  trade  unions  and  the  works  council,  stated 
there  was  a  constant  tendency,  “.  .  .  for  questions  which  might 
come  under  union  action  to  be  referred  directly  to  the  union  by 
the  house  of  representatives  previous  to  discussion  by  the  House 
on  the  matter.” 

Investigation  at  this  plant  revealed  that  a  certain  group  of  the 
employees  was  well  organized  into  a  local  union.  This  union  did 
not  pay  for  the  services  of  a  business  agent,  the  members  selecting 
their  officers  from  among  their  own  number.  At  the  time  of  elec¬ 
tions  for  the  house  of  representatives  in  this  plant,  these  employees 
nominated  certain  of  their  numbers  in  different  departments  and 
from  those  who  were  elected  were  chosen  the  officials  of  the  union. 
In  this  way  the  union  always  had  some  of  its  members  in  the 
house  of  representatives.  At  the  regular  union  meetings,  those 
who  were  members  in  the  house  of  representatives  reported  to  the 
rest  of  the  union  employees  the  proceedings  of  the  house. 

The  union  employee  representatives  interviewed  at  this  plant 
spoke  highly  of  the  plan.  They  did  not  believe  that  it  had  been 
introduced  in  order  to  do  away  with  the  union.  On  more  than 
one  occasion  the  president  of  the  plant  had  urged  employees  to 
take  a  real  interest  in  the  union  if  they  were  members,  to  attend 
the  union  meetings,  and  to  give  it  their  support. 

In  one  company,  where  it  was  stated  that  there  had  been  no 
noticeable  opposition  on  the  part  of  the  union  employees  to  the 
representation  plan,  trade-unionists  are  allowed  to  choose  repre¬ 
sentatives  equal  in  number  to  those  chosen  by  the  non-union 
employees. 

A  Western  company,  on  the  other  hand,  reported  that  there 
was  a  desire  among  the  union  men  in  the  plant,  to  “convert  the 
shop  through  its  union  representatives  on  the  shop  committee 
into  a  closed  union  shop.”  One  of  the  company  officials 
wrote: 
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There  has  been  no  well-organized  attempt  to  do  this,  but 
the  desire  exists.  Organized  labor  is  not  opposed  to  our  shop 
committee  and,  in  fact,  the  strong  union  men  in  our  shop  are 
the  ones  who  first  proposed  it  and  served  as  charter  members. 

I  believe  that  union  members  understand  thoroughly  that 
there  will  be  no  recognition  of  the  union  in  our  shop  and 
therefore  we  expect  their  activities  along  this  line  to  gradu¬ 
ally  lessen,  as  they  have  already  done. 

A  serious  crisis  in  the  history  of  this  council  occurred  shortly 
after  it  was  formed,  when  nearly  all  of  the  local  industries  were 
tied  up  with  a  general  strike.  Although  a  large  percentage  of  the 
employees  belonged  to  trade  unions  and  pressure  was  brought  on 
them  from  outside  the  plant  to  join  the  strike,  the  employee  re¬ 
presentatives  unanimously  refused  to  take  part  in  it.  In  addi¬ 
tion  the  works  council  members  appeared  before  the  local  trades 
and  labor  council,  and  their  statement  of  the  issue  involved  was 
so  convincing  that  the  strike  was  soon  called  off.  Recently,  when 
a  wage  reduction  was  made  in  this  company,  the  efforts  of  local 
unions  to  call  their  members  out  on  strike  was  unsuccessful. 

Refusal  to  serve  as  representative.  In  some  plants  trade- 
unionists  have  been  unwilling  to  act  as  employee  representatives. 
Whole  departments  of  employees,  the  majority  of  whom  belonged 
to  unions,  have  sometimes  refused  to  take  any  part  in  the  activi¬ 
ties  of  the  council.  This  has  been  changed  in  some  instances, 
after  the  plan  has  been  in  operation  for  some  time,  and  the  em¬ 
ployees  came  to  realize  they  were  depriving  themselves  of  benefits 
which  were  theirs  for  the  asking.  This  was  the  case  in  an  Eastern 
silk  mill  where,  when  the  plan  was  introduced,  a  certain  group  of 
highly  organized  workers  refused  to  take  any  part  in  the  council. 
The  representation  plan  in  this  concern  is  of  the  “industrial 
democracy”  type,  and  the  “collective  economy  dividend”  is  in¬ 
cluded  in  it.  After  three  months’  operation  of  the  plan,  during 
which  time  the  other  employees  had  received  dividends  amount¬ 
ing  to  five  per  cent  of  their  weekly  wages,  the  trade-unionists  who 
had  refused  to  take  part  in  the  council  requested  the  manage¬ 
ment  to  allow  them  to  share  in  the  dividends,  expressing  a  desire 
to  take  their  place  along  with  the  rest  of  the  employees  under  the 
representation  plan. 
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In  a  Western  motor  concern,  one  department  which  consisted 
almost  entirely  of  union  employees  refused  to  elect  any  representa- 
tives,  and  maintained  this  attitude  for  over  two  years.  Recently, 
when  a  wage  reduction  was  necessary  in  that  plant,  those  em¬ 
ployees  refused  to  accept  it  and  were  accordingly  discharged. 
The  employees  hired  to  take  their  places  have  manifested  an  inter¬ 
est  in  the  council  and  have  joined  the  rest  of  the  employees  in 
supporting  it. 

An  Eastern  tanning  company,  which  introduced  its  representa¬ 
tion  plan  at  the  time  the  local  union  was  endeavoring  to  enforce 
a  closed  shop,  reported  that  union  men  who  were  elected  repre¬ 
sentatives  refused  to  serve  as  such.  Shortly  after  the  plan  was 
put  into  operation,  a  union  agitator  caused  trouble  in  the  plant 
and,  on  his  refusal  to  have  the  matter  referred  to  the  works 
council,  was  discharged.  The  union  demanded  his  reinstatement, 
but  the  company  refused  to  do  so  unless  the  case  was  submitted  to 
the  works  council.  This  the  discharged  employee  refused  to  have 
done,  and  a  strike  was  called  against  the  plant.  After  one  week’s 
time  the  strike  was  called  off  by  the  union.  Since  that  time, 
“  •  •  •  several  officials  of  the  union  have  worked  for  us  in  various 
departments  and  expressed  satisfaction  with  the  relationship 
existing  between  employer  and  employees  here.” 

In  an  Eastern  plant  the  introduction  of  a  works  council  of  the 
“committee”  type  was  followed  by  an  energetic  campaign  to 
organize  the  machinists  in  the  plant,  and  ninety  per  cent  of  these 
employees  joined  the  union.  Although  they  had  elected  a  repre¬ 
sentative  on  the  council,  they  also  set  up  a  separate  committee  and 
asked  for  an  increase  in  wages,  along  with  recognition  of  the  trade 
union.  The  company  placed  the  matter  before  the  works  council, 
who  appointed  a  special  committee  to  investigate  and  report. 
The  employee  representatives  took  the  stand  that  the  machinists, 
who  comprised  one  electoral  division,  were  unfair  to  the  repre¬ 
sentative  they  had  elected.  The  special  committee  recommended 
that  all  the  machinists  should  be  paid  up  in  full,  and  that  they 
should  not  be  rehired  “until  they  were  willing  to  pledge  them¬ 
selves  that  they  would  give  the  committee  system  a  fair  trial 
before  calling  on  the  union  for  help.”  The  committee  stated  that 
in  their  minds 

• . .  the  firm  had  no  ulterior  motive  in  introducing  the  com- 
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mittee  system  and  that  so  long  as  the  management  was  “on 
the  level”  there  was  no  need  of  a  business  agent  to  speak  for 
the  men  and  create  dissatisfaction. 

Regarding  this,  an  official  of  the  company  stated: 

It  will  be  noted  that  the  action  of  our  committee  was  not 
because  our  men  were  opposed  to  labor  unions,  but  rather 
because  the  action  of  the  unionized  men  in  the  machine  shop 
did  not  line  up  with  the  committee’s  idea  of  a  square  deal  all 
around.  As  one  of  our  old  employees  told  the  writer  at  the 
time:  “Quarreling  and  striking  is  old  stuff.  It  may  be 
necessary  in  some  plants,  but  none  of  it  for  me,  so  long  as  the 
boss  shows  himself  willing  to  meet  me  half  way.  Reasonable 
men  should  be  able  to  compose  their  differences  without  a 
strike  that  nearly  always  ends  in  a  compromise.  Why  not 
compromise  at  the  start?  ” 

Other  instances  have  been  furnished  the  conference  board  in 
which  the  efforts  of  trade  unions  to  induce  employees  to  abandon 
works  councils  have  failed,  because  of  the  spirit  of  loyalty  among 
the  workers  toward  their  representation  plan. 

An  Eastern  steel  company  reported: 

Efforts  were  made  from  time  to  time  by  labor  organizations 
to  get  a  foothold  here,  but  the  men  gave  very  little  heed  to 
them,  our  plant  committee  saying  that  “if  we  can’t  get  along 
together  amongst  ourselves  there  would  be  little  use  for  any 
outsiders  to  come  in  to  try  to  accomplish  anything.”  At  the 
time  of  the  steel  strike  in  1919  the  plant  committee  stood 
loyal  to  the  company  and  refused  to  affiliate  with  the  outside 
labor  organization. 

The  vice-president  of  a  Middle  Western  textile  company 
wrote: 

Organized  labor  has  talked  against  our  plan,  but  our 
people  are  so  well  sold  on  the  system  that  “unionism,”  as  at 
present  constituted,  is  not  at  all  in  favor,  especially  since  the 
committee  system  has  been  attacked.  Awhile  ago  I  took  up  a 
vote  of  our  men  and  found  that  only  5  out  of  175  favored  a 
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closed  shop  with  no  committee.  Our  women  are  almost  all 
opposed  to  unionism.  We  employ  550  women. 

A  Middle  Western  machinery  company  wrote  that  the  efforts 
of  the  local  union  to  organize  its  foundry  failed  because  the  men 
preferred  the  works  council  organization  to  the  trade  union. 
The  president  of  the  company  stated : 

We  have  really  done  some  remarkable  things  in  this  small 
town  community  in  the  way  of  staving  off  unionization  of 
the  foundry.  This  was  done  in  the  face  of  determined  efforts 
by  the  union  to  organize  the  entire  town.  We  have  at  least 
one  union  man  on  our  committee  of  six  or  eight,  but  the 
union  gave  up  in  despair  when  they  found  they  had  not  only 
the  management  of  the  organization  to  fight,  but  also  the 
men. 

One  company  with  representation  plans  of  the  “industrial 
democracy”  type  in  four  plants,  whose  committee  system  has 
been  the  object  of  continual  opposition  on  the  part  of  organized 
labor,  said  that  it  considered  the  failure  of  either  employees  or 
management  to  live  up  to  the  requirements  of  the  plan  was  much 
more  dangerous  than  opposition  direct  against  the  plan  from  out¬ 
side. 

There  has  been  constant  knocking  of  our  plan  by  represent¬ 
atives  of  organized  labor,  but  we  cannot  see  that  it  has  had 
any  material  effect  up  to  the  present  time.  We  feel  that  such 
opposition  is  not  a  bad  thing,  as  it  keeps  us  studying  all  the 
while  to  make  our  plan  more  potent.  We  feel  that  the  dan¬ 
gers  from  within,  the  hazards  which  arise  from  arbitrary  meas¬ 
ures,  lack  of  consideration,  etc.,  are  more  to  be  feared  than 
the  hazards  from  without. 


The  system  as  an  anti-strike  weapon.  A  Middle  Western 
rubber  company,  with  a  plan  of  the  “industrial  democracy” 
type,  related  the  following  experience  in  connection  with  an  at¬ 
tempt  of  the  local  machinists’  union  to  call  a  city-wide  strike. 
The  machinists  employed  in  this  company  presented  their  de¬ 
mands  to  the  management,  who  in  turn  referred  them  to  the 
industrial  assembly.”  The  latter  agreed  to  deal  with  the  xna- 
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chinists  after  they  had  stated  they  came  as  “  company  employees, 
and  that  they  were  not  being  guided  by  outside  influences.”  The 
grievance  committee  of  the  assembly  recommended  that  rates  be 
increased,  and  that  overtime  be  paid  on  the  basic  eight-hour  day 
instead  of  on  the  forty-eight-hour  week.  This  recommendation 
was  accepted  by  the  management,  who  immediately  put  a  large 
force  of  men  at  work  reviewing  the  rates  with  a  view  to  giving  a 
higher  rate  to  all  men  deserving  it. 

The  industrial  assembly  then  called  a  mass  meeting  of  machin¬ 
ists  and  explained  what  had  been  done.  In  addition,  each  ma¬ 
chinist  was  visited  personally  by  a  member  of  the  assembly  and 
informed  what  his  new  rating  was,  or  was  given  a  reason  why  he 
did  not  receive  a  new  rating.  When  the  city-wide  machinists’ 
strike  was  called,  sixty  per  cent  of  the  company  machinists  upheld 
the  action  of  the  representatives  whom  they  had  elected  to  the 
industrial  assembly,  and  remained  at  work. 

One  firm  reported  that  at  the  time  of  a  city-wide  strike,  which 
affected  the  union  employees  working  in  two  departments  of  the 
plant,  not  only  did  its  union  men  remain  at  work,  but  they  de¬ 
nounced  the  wage  demands  of  the  union  as  being  “excessive.” 

In  another  plant  the  action  of  the  works  council  in  condemning 
a  general  strike  was  said  to  be  responsible  for  the  failure  of  the 
strike.  : 

About  a  year  ago,  when  a  general  strike  was  ordered  by  the 
Millworkers’  Union  of  this  city,  our  house  of  representatives, 
composed  largely  of  union  men,  went  on  record  against  it,  giv¬ 
ing  their  reasons,  and  sent  a  copy  of  the  resolutions  to  both  , 
of  our  daily  papers,  and  their  action  killed  the  general  strike 
in  the  city.  At  the  time  of  this  action  of  our  house  of  repre¬ 
sentatives,  I  think  at  least  ninety-five  per  cent  of  our  men 
belonged  to  this  union,  although  we  run  an  open  shop. 

’  Distinct  from  these  cases,  in  which  trade  unions  directed  strikes 
against  plants  where  works  councils  were  operating,  are  the  ex¬ 
periences  of  another  group  of  employers  who  reported  organized  la¬ 
bor  as  confining  itself  to  an  attempt  to  ridicule  the  plans.  This 
was  often  done  only  when  the  plan  was  introduced.  After  it  was 
seen  that  the  plans  were  satisfactory  to  the  employees,  no  further 
action  was  taken  by  the  trade  unions.  A  Western  construcuon 
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company  stated  that,  while  there  had  been  no  direct  and  open 
attempt  made  by  organized  labor  to  discredit  the  works  council, 
there  had  been,  for  over  six  months  after  the  plan  was  initiated, 
“a  whispering  campaign”  which  was  “rather  annoying  and 
difficult  to  overcome.”  This  had  been  successfully  met,  however, 
with  the  result  that  the  great  majority  of  the  workers  had  accepted 
the  works  council  “as  an  entirely  satisfactory  substitute  for  the 
labor-union  organization.” 

Shop  committees  in  relation  to  trade  agreements.  Organized 
labor,  while  opposed  to  the  formation  of  “company  unions,”  does 
not  object  to  a  system  of  employees’  committees  elected  within 
the  shop  if  those  committees  are  supplemental  to  a  trade-union 
agreement.  This  was  the  subject  of  the  resolutions  of  the  Execu¬ 
tive  Council  of  the  American  Federation  of  Labor  at  the  annual 
convention  of  the  Federation  in  1918.  The  Executive  Council 
placed  itself  on  record  as  being  in  favor  of  a  “regular  arrange¬ 
ment”  in  all  “large,  permanent  shops”  whereby: 

First,  a  committee  of  the  workers  would  regularly  meet 
with  the  shop  management  to  confer  over  matters  of  produc¬ 
tion;  and  whereby: 

Second,  such  committee  could  carry,  beyond  the  foreman 
and  the  superintendent,  to  the  general  manager  or  to  the 
president,  any  important  grievance  which  the  workers  may 
have  with  references  to  wages,  hours,  and  conditions. 

These  demands  were  predicated  upon  “the  basic  principle  of 
the  right  and  opportunity  of  workers  to  organize  and  make  col¬ 
lective  agreements.” 

Three  instances  have  come  to  the  attention  of  the  conference 
board,  of  works  councils  in  firms  which  have  agreements  with 
labor  unions  covering  wages  and  working  hours. 

At  the  time  the  “industrial  democracy”  type  of  council  was 
introduced  into  an  Eastern  shoe  company  factory,  the  company 
had  an  agreement  covering  wages  and  working  hours  with  the 
United  Shoe  Workers  of  America.  The  original  constitution  of 
the  council  provided  for  the  discussion  of  wages  and  working 
hours.  This  provision  was  not  looked  upon  favorably  by  the 
employees,  nearly  all  of  whom  belonged  to  the  trade  union.  Con- 
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sequently  the  subjects  of  wages  and  working  hours  were  removed 
from  the  jurisdiction  of  the  works  council.  With  this  change 
made,  the  company  reported  that  the  employees  took  much  more 
interest  in  the  committee  system.  • 

In  the  case  of  another  company,  an  Eastern  fishery,  the  “  com¬ 
mittee  ”  type  of  plan  works  in  conjunction  with  a  union  agreement 
covering  wages  and  working  hours.  The  company  reported  the 
elected  representatives  were  “a  very  fair  type  of  men.”  With 
regard  to  the  attitude  of  the  employees  toward  the  committees 
which  discuss  neither  rates  of  pay  nor  hours  of  work,  a  company 
official  stated: 

The  employees  who  are  union  members  do  not  look  to  the 
committees  to  secure  changes  or  to  protect  them  against  cuts, 
but  rather  continue  to  look  to  the  unions.  The  non-union 
men  are  content  to  let  their  fellow  union  workers  make  ar¬ 
rangements  with  the  unions  and  accept  any  changes  made. 
The  non-union  workers  do  not . . .  take  any  more  interest  in 
the  representation  plan  than  do  the  union  men. 

No  attempt  has  been  made  by  organized  labor  to  induce  the 
employees  to  abandon  the  plan,  “principally  because  our  method 
does  not  come  in  contact  with  the  union.”  The  company  feels, 
however,  that  if  a  firm  is  obliged  to  deal  with  the  union,  “. . .  the 
employees’  conference  will  not  have  as  much  importance  in  the 
eyes  of  the  workers  as  it  would  if  the  company  dealt  directly  with 
the  employees.” 

In  another  plant,  an  Eastern  printing  company,  agreements  as 
to  hours  of  work  and  conditions  are  made  with  a  trades  council 
made  up  of  representatives  of  the  several  trade  unions  working  in 
the  plant,  and  wage  agreements  are  made  with  each  one  of  the 
local  unions.  The  employees’  committees  “. . .  do  not  discuss 
union  matters  such  as  base  rates  or  hours  of  labor,  but  frequently 
do  take  up  matters  such  as  a  particular  job,  where  a  special  ele¬ 
ment  enters  not  common  to  other  jobs.” 

The  committees  are  not  permanent,  “but  are  appointed  when 
a  matter  comes  up  for  discussion.”  Each  committee  is  composed 
as  follows:  A  representative  of  each  department  affected  (this 
representative  being  chosen  by  the  members  in  that  department), 
the  representative  of  the  particular  union  involved,  the  works 
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manager  representing  the  firm,  and  the  employment  manager, 
who  is  a  neutral  member.  The  ‘‘representative  of  the  union  in¬ 
volved”  is  usually  the  president  of  the  local  trade  union.  These 
committees  have  been  functioning  since  1915.  One  of  the  com¬ 
pany  officials  wrote  that  they  had  functioned  satisfactorily  and 
had  been  helpful  “in  establishing  a  cooperative  feeling  between 
management  and  workers.” 

Difficulty  of  obtaining  reliable  information.  In  view  of  the  re¬ 
luctance  of  employers  to  furnish  information  regarding  the  atti¬ 
tude  adopted  by  trade  unions  toward  works  councils,  it  has  been 
difficult  to  form  an  accurate  judgment  as  to  the  relative  number 
of  cases  in  which  organized  labor  has  opposed  councils  and  those 
in  which  it  has  made  no  attempt  to  discredit  the  plans.  The  con¬ 
ference  board  has  found  that  a  large  number  of  employers  either 
disregarded  the  question,  or  simply  stated  that  if  any  steps  to  op¬ 
pose  the  plans  had  been  taken  by  labor  organizations,  such  steps 
had  not  been  obvious  or  had  been  unsuccessful. 

Field  investigation,  moreover,  showed  that  in  some  cases  the 
accounts  given  by  employers  of  the  attitude  of  local  unions  toward 
works  councils  were  at  variance  with  the  statements  of  union 
officials  themselves.  Although  the  local  unions  may  not  have 
endeavored  to  disrupt  the  councils  by  any  organized  assault 
upon  them,  it  was  found  that  they  regarded  the  councils  very  un¬ 
favorably  and  were  doing  much  to  induce  employees  to  put  no 
faith  in  them.  The  common  belief  among  union  officials  was 
that,  under  a  works  council  system,  the  work  of  organizing  the 
employees  was  made  more  difficult;  employees  tended  to  drop 
their  union  membership  because  they  could  gain  advantages 
through  the  works  council  that  cost  them  nothing,  whereas  there 
was  a  fee  demanded  of  them  from  the  unions. 

In  view  of  this  reluctance  on  the  part  of  employers  to  furnish 
information  and  of  the  discrepancies  found  between  the  informa¬ 
tion  furnished  the  board  and  that  gained  by  investigation  in  the 
field,  no  reliable  statement  can  be  made  as  to  the  extent  to  which 
trade  unions  have  combated  works  councils. 
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5.  Summary  of  Experience  with  Employee 
Representation  1 

General  results.  It  appears  from  an  account  of  experience 
with  works  councils  that,  of  a  total  of  about  one  hundred  and 
fifty  reported  upon,  sixteen  have  lapsed  entirely  and  several 
others  have  had  only  a  perfunctory  existence.  Aside  from  one 
“Shipbuilding  Labor  Adjustment  Board  Committee”  and  three 
councils  voluntarily  introduced  by  employers,  all  of  those  which 
lapsed  were  “National  War  Labor  Board  Committees.” 

In  six  cases  the  lapse  of  the  committees  may  be  attributed  to  a 
disinterested  or  unsympathetic  attitude  on  the  part  of  the  man¬ 
agement.  In  a  nearly  equal  number  of  instances,  on  the  other 
hand,  obstructive  tactics  on  the  part  of  organized  labor  evidently 
account  for  the  failure  of  the  committees.  In  one  case  a  lack  of 
interest  on  the  part  of  employees  is  reported  as  the  cause.  The 
lay-off  of  workers  following  the  cancellation  of  war  contracts  ex¬ 
plains  the  lapse  of  committees  in  several  other  establishments. 
As  previously  noted,  two  plans  instituted  by  employers  passed 
out  of  existence  with  changes  in  the  control  of  the  companies. 

Of  those  works  councils  herein  classed  as  active,  about  fifty  have 
functioned  to  a  limited  extent  only.  A  number  of  “National 
War  Labor  Board  Committees”  ceased  their  activity  with  the 
completion  of  adjustments  under  the  board’s  awards.  In  other 
instances  only  a  few  meetings  were  held  or  a  few  matters  handled. 

In  many  plants,  works  councils  have  been  established  so  re¬ 
cently  that  they  have  had  little  opportunity  to  become  active. 
This  is  true  notably  of  those  plants  in  which  the  “Bridgeport 
Plan”  has  been  introduced  and  of  a  considerable  number  of  es¬ 
tablishments  in  which  employers  have  instituted  plans  upon  their 
own  initiative. 

Attitude  of  employers.  Approximately  three  fourths  of  the 
employers  having  works  councils,  from  whom  statements  were 
secured,  either  declared  specifically  that  they  favored  these  or¬ 
ganizations  or  reported  having  had  favorable  experience  with 
them. 

Favorable  statements  were  furnished  by  practically  all  of  the 

1  From  Works  Councils  in  the  United  States,  National  Industrial  Conference 
Board,  Research  Report  no.  21,  October,  1919,  pp.  iofc  15. 
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establishments  in  which  plans  of  employee  representation  have 
been  voluntarily  instituted  by  employers.  In  addition,  about 
half  of  the  employers  who  have  had  experience  with  “National 
War  Labor  Board  Committees”  and  two  thirds  of  those  hav¬ 
ing  experience  with  “Shipbuilding  Labor  Adjustment  Board 
Committees”  reported  favorably. 

The  statement  was  frequently  made  that  the  works  council 
“has  demonstrated^its  usefulness.”  A  large  concern,  in  which  a 
works  council  was  voluntarily  instituted  by  the  employer,  wrote 
that  the  “experience  of  almost  four  years  has  convinced  the  man¬ 
agement  that  the  ‘industrial  representation  plan’  is  a  success.” 
The  president  of  a  small  plant  also  expressed  the  belief  that  the 
plan  has  been  “beneficial  both  to  the  company  and  to  the  work¬ 
ers.”  One  company  reported  that  “so  far  the  results  have  been 
extremely  satisfactory,”  and  another  was  confident  that  “the 
plan  is  going  to  be  very  helpful  in  the  solution  of  the  problem  of 
industrial  relations.”  An  establishment  in  which  a  “company 
union”  plan  has  been  effective  for  four  years  reports  that  the 
“experience  in  general  is  quite  satisfactory;  the  operatives’  coun¬ 
cil  is  an  increasing  success.” 

A  large  shipbuilding  company  declared:  “The  result  so  far  has 
been  an  unqualified  success  in  our  yard.”  A  Southern  concern 
operating  under  the  plan  of  Shipbuilding  Labor  Adjustment 
Board  Committees  wrote  that  “experience  with  joint  shop  com¬ 
mittees  has  always  been  satisfactory”;  and  an  Eastern  company 
having  similar  committees  reported  “very  satisfactory  results  for 
both  sides.”  It  was  frequently  stated  by  companies  which  have 
adopted  the  National  War  Labor  Board  plan  that  “results  alto¬ 
gether  have  been  very  satisfactory.”  Another  establishment  in 
this  group  wrote  that  no  case  has  arisen  where  the  management 
and  the  shop  committee  could  not  agree.”  “The  plan,”  accord- 
ing  to  another  concern,  “has  in  every  way  proved  extremely  satis¬ 
factory,”  and  still  another  wrote,  “We  believe  . . .  that  it  will  be 
the  best  thing  that  has  happened  in  our  plant.” 

With  few  exceptions,  the  establishments  which  reported  un¬ 
favorably  upon  their  experience  with  works  councils  are  plants  in 
which  committees  were  set  up  by  the  National  War  Labor  Board. 
On  the  basis  of  its  experience  one  concern  concluded  that  “the 
committees  are  of  no  particular  benefit.”  Another  company 
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wrote:  “Our  experience  has  not  been  satisfactory.”  According 
to  the  management  of  another  company,  “The  committee  repre¬ 
sent  the  teachings  of  the  walking  delegate.”  One  company  was 
reported  as  unfavorable  to  the  shop  committee  because  its  “com¬ 
mittee  was  picked  from  the  strictest  union  agitators.”  The  man¬ 
agement  of  one  establishment  stated  that  “it  would  not  have 
started  the  employees’  committees  had  it  not  been  forced  to  do 
so”  —  an  attitude  quite  common  among  establishments  in  the 
National  War  Labor  Board  group. 

However,  expressions  of  an  unfavorable  character  from  em¬ 
ployers  were  relatively  infrequent.  The  general  attitude  of  em¬ 
ployers  who  have  had  experience  with  works  councils  was  favor¬ 
able. 

Character  of  representatives  chosen.  Obviously  the  success 
of  works  councils  depends  in  no  small  degree  upon  the  character 
of  the  representatives  selected  by  employees  to  serve  on  such 
councils.  In  this  respect  the  experience  reported  by  employers 
for  this  investigation  was  predominantly  favorable.  With  com¬ 
paratively  few  exceptions  it  was  stated  that  the  men  selected  had 
been  of  an  intelligent,  fair-minded,  and,  on  the  whole,  somewhat 
conservative  type.  Instances  where  extremists  had  been  chosen 
were  relatively  few. 

Thus,  in  several  instances  it  was  reported  that  “very  good 
men”  had  been  elected;  in  another,  that  “the  type  of  employees 
chosen  was  satisfactory  in  a  surprising  degree.”  In  still  another 
establishment,  “the  selection  of  the  majority  of  workers”  was 
reported  as  “generally  good.”  Another  employer  stated  that 
“the  employees  elected  have  been  conservative  and  have  carried 
the  employees  along  with  them  in  their  judgment.”  The  man¬ 
agement  of  another  plant  declared  that  the  “type  of  employees 
elected  on  the  committee  is  the  best  in  the  factory.” 

In  the  statements  of  a  number  of  other  establishments,  ap¬ 
proval  of  the  employees  chosen  to  serve  on  the  works  councils  was 
qualified.  Thus,  one  company  “generally  found  the  committees 
disposed  to  be  fair,  but  lacking  in  broad  vision  in  promoting 
cooperation  and  good-will.”  Another  report  stated  that  there 
have  been  “cases  where  it  appeared  to  the  management  that  the 
shop  committee  was  overzealous  for  its  interests,  but  on  the  whole 
a  verj  fair  spirit  was  displayed.”  According  to  another  com- 
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pany,  committee  members  show  “usually  one  of  two  very  pro¬ 
nounced  and  widely  differing  characteristics:  the  sober-minded, 
industrious,  thinking  man  who  has  inspired  his  fellow  craftsmen 
with  confidence  through  his  common  sense,  or  the  loudest,  most 
vociferous  talkers  against  the  management/’ 

The  generally  satisfactory  character  of  employees  elected  as 
members  of  works  councils  is  further  exemplified  in  the  following 
experience  of  a  number  of  Bridgeport  establishments  which  held 
elections  under  the  “Bridgeport  Plan”: 

Conservatism  has  appeared  to  mark  the  shop  committee 
elections;  that  is,  the  committeemen  elected  are  usually  of 
long  company  service,  and  thus  apparently  are  of  more  set 
and  conservative  character.  This  is  shown  to  be  actually  the 
case  in  practically  every  instance  of  the  422  departmental 
committees  elected  under  supervision  of  the  writers.  For 
example,  the  average  length  of  service  of  members  of  the 
executive  committees  of  the  Locomobile,  Remington  Type¬ 
writer,  Singer,  and  U.M.C.  factories  in  Bridgeport  is  a  little 
more  than  seven  years  and  eight  months,  while  the  chairmen 
of  these  four  committees  have  an  average  service  record  of 
thirteen  years  each.  In  the  Singer  committee  the  chairman 
has  been  in  the  company’s  employ  more  than  nineteen  years, 
one  member  almost  nineteen  years,  one  fourteen  years,  one 
more  than  eleven  years,  and  one  a  year  and  a  half  —  an 
average  of  thirteen  years  for  the  company.  The  U.M.C. 
committee’s  chairman  has  been  in  that  company's  service 
sixteen  years,  and  the  Remington  Typewriter  Company’s 
chairman  has  worked  there  fifteen  years,  while  the  Locomo¬ 
bile  Company’s  chairman  has  been  directly  in  that  company’s 
service  two  years. 

A  further  instance  of  the  type  of  representatives  chosen  is 
furnished  by  the  following  cable,  showing  the  personnel  of  the 
employees’  representatives  in  three  plants  of  the  Bethlehem 
Steel  Corporation. 

In  some  cases  unfavorable  experience  in  this  respect  was  re¬ 
ported.  Thus,  committee  members  were  characterized  as  “union 
agitators”  or  “radical  spirits”  by  four  companies,  three  of  which 
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Personal  Record  of  Employees’  Representatives  in  Plants  of  the 
Bethlehem  Steel  Corporation 


LEBANON 

MARYLAND 

STEELTON 

Number . 

26 

Age 

45 

25  to  30 . 

6 

s 

5 

31  to  35 . 

2 

9 

15 

36  to  40 . 

8 

s 

9 

41  to  45 . 

9 

s 

9 

46  to  50 . 

2 

6 

Over  50 . 

6 

2 

I 

Married . 

Single . 

O  J 

8 

Property  owner . 

7 

23 

Naturalized . 

2 

3 

2 

Alien . 

None 

None 

None 

Nativity . 

United  States . 

3i 

23 

43 

Ireland . 

I 

2 

I 

England . 

1 

Austria . 

X 

Germany . 

1 

Length  of  service 

1  to  2  years . 

11 

II 

4 

3  to  5  years . 

2 

1 

IO 

6  to  10  years . 

5 

3 

2 

11  to  15  years . 

I 

2 

4 

16  to  20  years . 

7 

s 

5 

21  to  25  years . 

3 

2 

IO 

2b  to  30  years . . 

2 

2 

7 

Over  30  years . 

2 

3 

operate  under  the  National  War  Labor  Board  plan.  In  one  in¬ 
stance  the  management  wrote  that  the  committee-men  were 
“probably  dictated  by  the  union  ...  to  make  trouble,”  and,  in 
another  instance,  that  the  committee  was  “fixed  up  by  the  union.” 

While,  therefore,  the  experience  in  this  particular  has  not  been 
universally  favorable,  the  evidence  indicates  that  in  a  great  ma¬ 
jority  of  cases  members  of  works  councils  have  been  fair-minded 
and  of  high  character. 

Works  councils  and  attitude  of  workers.  Testimony  as  to  the 
effect  of  works  councils  on  the  attitude  of  workers  was  almost 
universally  favorable.  A  “better  feeling  between  management 
and  workers”  was  the  gist  of  reports  received  from  twenty -five 
companies.  Some  employers  merely  reported  that  the  spirit  of 
the  workers  was  “much  better”  or  “generally  improved,”  or  that 
the  existence  and  activities  of  the  councils  “tended  to  create  a 
good  spirit.”  More  emphatic  statements  were  secured  from  some 
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establishments  to  the  effect  that  works  councils  had  produced  a 
“ decided  change  for  the  better”  and  “had  developed  a  strong 
feeling  of  mutual  confidence.”  Several  other  companies  charac¬ 
terize  the  attitude  of  their  employees  in  such  terms  as  “excellent 
spirit,”  “fine  sense  of  cooperation,”  and  “keen  interest  on  the  part 
of  employees.”  “The  men  have  always  felt,”  wrote  one  com¬ 
pany,  “that  committees  form  the  medium  for  expressing  all 
grievances  and  suggestions.”  Another  company  declared:  “Our 
willingness  to  cooperate  with  the  men  through  their  committees 
has  developed  a  fine  spirit  of  harmony.” 

Somewhat  less  favorable  judgment  was  expressed  by  the 
management  of  an  establishment  having  a  “company  union,” 
who  reported  that  the  spirit  of  the  workers  since  the  introduction 
of  the  plan  had  been  “sometimes  critical,  sometimes  disbeliev¬ 
ing  or  scornful,  sometimes  appreciative  and  approving.”  One 
establishment,  moreover,  stated  explicitly  that  “the  spirit  of  the 
men  is  not  as  good  as  formerly.”  In  three  other  instances  field 
investigators  found  that  the  employees  had  a  suspicious  attitude 
toward  the  employee  representation  plan. 

Works  councils  and  labor  difficulties.  A  particularly  significant 
measure  of  the  value  of  works  councils  lies  in  the  effect  which 
their  operation  has  upon  the  occurrence  of  labor  difficulties. 

Twenty-three  establishments  reported  specifically  that  labor 
difficulties  have  decreased,  partly  or  wholly,  because  of  the  forma¬ 
tion  of  works  councils.  Thus,  a  number  of  employers  who  had 
voluntarily  introduced  plans  of  employee  representation  stated 
that  the  committees  have  been  “helpful”  in  meeting  labor  diffi¬ 
culties.  The  management  of  one  company  declared  that  all  labor 
difficulties  have  been  “promptly  settled  by  a  frank  consideration 
of  the  trouble  with  the  committee.”  Another  company  reported 
that  “labor  misunderstandings  which  might  lead  to  difficulties  are 
handled  more  efficiently  and  quickly  through  craft  committees 
than  otherwise.”  Two  concerns  have  had  no  serious  difficulties 
since  the  shop  committees  came  into  existence  although  one  of 
these  cautions:  “This  may  not  have  been  the  means  of  their 
prevention.”  One  employer  reported  that  the  committees 
“smoothed  out  many  difficulties.”  In  at  least  four  instances 
establishments  reported  that  their  employees  failed  to  join  in 
strikes  occurring  in  the  industry  or  locality  and  attributed  this 
action  to  the  existence  of  works  councils. 
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A  small  number  of  establishments,  most  of  them  plants  in 
which  “shop  committees”  were  introduced  by  the  National  War 
Labor  Board,  reported  specifically  that  labor  difficulties  had  in¬ 
creased  following  the  institution  of  works  councils.  In  four  of 
these  plants  strikes  occurred  and  in  one  other  a  strike  was  threat¬ 
ened  when  the  plan  was  in  effect.  Strikes  of  part  or  all  of  the 
employees  have  taken  place  in  four  other  establishments,  in  which 
plans  of  employee  representation  have  been  introduced  upon  the 
initiative  of  employers.  In  two  of  these  cases  the  strikes  occurred 
immediately  following  the  introduction  of  the  plans.  In  each  of 
the  four  instances,  however,  the  managements  reported  that 
strike  conditions  were  mitigated  by  the  works  councils,  and  that 
the  occurrence  of  strikes  had  not  altered  their  judgment  of  the 
value  of  the  councils. 

While,  therefore,  experience  in  this  respect  has  not  been  uni¬ 
formly  favorable,  the  evidence  indicates  that  works  councils  have 
been  potent  in  reducing  labor  difficulties,  and,  at  least  in  several 
instances,  have  been  effective  in  bringing  about  an  amicable  settle¬ 
ment  of  differences  which  had  arisen. 

Works  councils  and  labor  turnover.  The  extent  of  labor  turn¬ 
over,  like  the  occurrence  of  labor  difficulties,  forms  a  measure  of 
the  effectiveness  of  works  councils.  On  this  point,  however,  the 
evidence  available  is  scant.  In  four  of  the  six  establishments 
which  reported,  a  decrease  in  labor  turnover  was  noted.  In  one 
case  only  was  an  increase  in  labor  turnover  reported.  In  the 
remaining  establishment  reporting  on  this  point,  it  was  stated 
that  no  effect  was  observed. 

Works  councils  and  output.  The  effect  of  works  councils  on 
production  was  commented  upon  by  only  nine  establishments, 
eight  of  these  being  plants  in  which  plans  of  employee  representa¬ 
tion  had  been  voluntarily  introduced  by  employers.  All  of  the 
eight  establishments  reported  that  output  had  been  increased,  and 
attributed  this  result  in  part  or  entirely  to  the  existence  of  the 
works  councils.  It  is  to  be  noted  that  four  of  these  establishments 
had  a  “governmental”  type  of  plan,  which  included  a  bonus 
feature  to  which  the  effect  on  output  must  be  largely  attributed. 
The  only  establishment  which  reported  an  unfavorable  effect 
upon  output  was  a  shipbuilding  yard  in  which  the  plan  of  the 
Shipbuilding  Labor  Adjustment  Board  was  in  effect. 
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In  view  of  the  limited  evidence  and  the  abnormal  war-time 
conditions  under  which  most  works  councils  have  operated,  a 
general  conclusion  as  to  the  effect  upon  output  is  not  possible  at 
this  time. 

Works  councils  in  relation  to  trade-unionism.  The  institution 
of  works  councils  has  been  followed  in  some  cases  by  an  increase, 
and  in  other  cases  by  a  decrease,  in  unionization  among  the  em¬ 
ployees  of  the  establishments.  Also  the  relations  of  works  coun¬ 
cils  with  trade  unions  have  varied  in  character.  In  some  in¬ 
stances,  the  unions  have  actively  interested  themselves  in  the 
operation  of  works  councils;  in  other  cases  they  have  actively 
opposed  them. 

A  definite  effect  upon  the  extent  of  unionization  among  em¬ 
ployees  in  establishments  having  works  councils  was  reported  in 
thirteen  cases.  Increases  in  union  membership  occurred  in  seven 
of  these  instances  and  decreases  in  the  remainder.  Some  other 
establishments  reported  merely  that  no  discernible  effect  upon 
unionization  had  been  observed. 

All  but  two  of  the  establishments  which  noted  increases  in 
unionization  among  their  employees  were  plants  in  which  the 
National  War  Labor  Board  had  instituted  “shop  committees.” 
One  establishment  in  this  group,  on  the  other  hand,  stated  that 
the  “men  have  since  dropped  membership  in  the  union.” 

Of  establishments  in  which  works  councils  were  voluntarily 
introduced  by  employers,  two  having  “company  unions”  and  one 
a  plan  of  the  “governmental”  type,  reported  decreases  in  union¬ 
ization.  In  two  other  establishments  of  this  group  the  institution 
of  works  councils  was  followed  by  decreases  in  union  membership. 
In  one  plant,  on  the  other  hand,  it  was  observed  that  “unioniza¬ 
tion  has  been  stimulated.” 

While  works  councils  provide  for  no  recognition  of  trade  unions, 
a  close  relationship  has  frequently  developed  between  the  unions 
and  the  employees’  committees.  In  at  least  eight  establishments, 
elections  are  so  controlled  by  the  union  element  that  “all  of  the 
committeemen  are  union  members.”  In  two  other  plants  “prac¬ 
tically  all  of  the  committee  members  belong  to  unions.”  In  a 
number  of  instances  this  relationship  has  served  as  the  means  of 
establishing  more  amicable  relations  with  organized  labor.  In 
other  cases,  as  previously  noted,  the  attempt  on  the  part  of  union 
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members  to  “dominate”  or  “dictate  the  policy”  of  the  commit¬ 
tees  has  created  bad  feeling  between  management  and  workers. 
It  is  noteworthy  that  the  ten  establishments  in  which  union  mem¬ 
bers  actively  concerned  themselves  in  elections  are  all  plants  in 
which  “National  War  Labor  Board  Committees”  or  “Shipbuild¬ 
ing  Labor  Adjustment  Board  Committees”  were  established. 

In  this  connection  mention  may  again  be  made  of  the  agree¬ 
ments  between  the  American  Shipbuilding  and  Bethlehem  Ship¬ 
building  Companies  with  the  Metal  Trades  Department  of  the 
American  Federation  of  Labor. 

The  evidence  thus  far  available  is  so  varied  that  no  fixed  rela¬ 
tionship  between  works  councils  and  trade-unionism  can  be  said 
to  have  developed.  The  official  attitude  of  organized  labor  has 
become  increasingly  hostile  toward  plans  of  employee  represen¬ 
tation. 
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Accident,  fatigue  and,  172.  See  also  In¬ 
dustrial  accident. 

Accident  hours  (Illinois,  1910),  172. 

Acland,  F.  A.,  theory  of  Canadian  In¬ 
dustrial  Disputes  Investigation  Act, 
487. 

Adams,  H.  C.,  public  regulation,  235. 

Adams  and  Sumner,  quotation  from 
Labor  Problems,  227. 

Adamson  Act,  161,  163,  515. 

Agriculturalists,  absorption  of  increased 
productivity  by,  106. 

Amalgamated  Clothing  Workers,  social 
philosophy  of,  397,  398. 

Amalgamated  crafts  union,  274. 

American  Federation  of  Labor,  estab¬ 
lishment  of,  250;  present  extent  of, 
251;  departments  of,  253;  politics 
avoided  by,  254;  formation  of  national 
and  international  unions,  289,  290; 
policies  of,  303-06;  315-25;  member¬ 
ship  of,  303;  in  1920,  255;  government 
of,  304-06;  control  of  member  unions, 
304;  growth  of  membership,  306;  con¬ 
stitution  of,  306;  chart  showing  mem¬ 
bership,  1881-1922,  307;  chart  show¬ 
ing  relationship  of  affiliated  organiza¬ 
tions  to,  308;  political  policy  of,  324, 
398-400;  quotation  from  A  Recon¬ 
struction  Program,  398;  opposition  to 
works  councils,  588,  589;  attitude  to¬ 
ward  shop  committees,  598. 

Americanization,  prime  necessity  for  im¬ 
migrant,  176. 

Andrews,  J.  B.,  “Needless  Coal-Mine 
Accidents,”  196;  Labor  Problems  and 
Labor  Legislation,  211. 

Arbitration,  conciliation  and,  in  Great 
Britain,  First  Period,  1896-1914,  452- 
58;  in  development  of  industrial  peace, 
446;  definition  of  term,  448;  further 
explanation  of,  449,  450;  compulsory, 
450;  conciliation  and,  in  Great  Britain, 
451-64;  War  Period,  1914-1918,  458- 
bo;  compulsory,  in  New  Zealand,  464- 
Si;  Industrial  Conciliation  and  Arbi¬ 
tration  Act  of  New  Zealand,  466-75; 
early  form  of,  in  New  Zealand,  466, 
467;  New  Zealand  Court  of,  467,  471- 
75;  conciliation  and,  in  the  U.S.,  512- 
li;  State  laws  concerning,  512,  513; 
Federal  Acts  dealing  with,  513-16;  con¬ 
ciliation,  mediation  and,  summary  of 


experience  with,  521-29;  conciliation 
and,  contrast  between,  521,  522;  and 
conciliation,  composition  of  boards  and 
courts  for,  524. 

Ardzrooni,  L„  quotations  from  “The 
Philosophy  of  the  Restriction  of  Out¬ 
put,”  346. 

Artisans,  economic  status  of  depressed 
by  factory  system,  7;  backbone  of  or¬ 
ganized  labor  composed  of,  8. 

Askwith,  G.,  war  king  of  Canadian  Indus¬ 
trial  Disputes  Investigation  Act,  495. 

Assumption  of  risk,  209,  211. 

Babbage,  minimum  wage  stimulus  to 
management,  133. 

Baker,  R.  S.,  quotation  from  The  New 
Industrial  Unrest,  573. 

Bargaining,  effect  of  on  law  of  wages,  98, 
99;  sphere  of  as  related  to  wages,  99; 
standard  of  living  may  affect  power 
of,  1 1 2.  See  also  Collective  bargain¬ 
ing. 

Barnes,  C.  B.,  quotation  from  “Unem¬ 
ployment  and  the  Labor  Market,”  56. 

Beard,  Mary,  Short  History  of  the  Ameri¬ 
can  Labor  Movement,  235. 

Behind  the  Unions,  quotation  from,  412. 

Beveridge,  W.  H.,  quotation  from  Unem¬ 
ployment:  A  Problem  of  Industry,  20. 

Birthrate,  effect  on  marginal  productiv¬ 
ity  of  labor,  114. 

Blanchard,  P.,  An  Outline  of  the  British 
Labor  Movement,  251. 

Boston  Consolidated  Gas  Company, 
profit-sharing  plan  of,  551. 

Boycott,  legality  of  primary,  431;  pri¬ 
mary,  effectiveness  of,  431,  432;  sec¬ 
ondary,  432;  damage  suits  for  sec¬ 
ondary,  432,  433. 

Brandeis,  Louis  D.,  workmen’s  compen¬ 
sation,  214. 

British  Labor  Party,  on  relief  of  unem¬ 
ployment;  67;  program  of,  400-07; 
organization  of,  401,  402;  appeal  of  to 
brainworkers,  402;  enforcement  of 
national  minimum,  403;  democratic 
control  of  industry,  404;  social  and 
political  reforms,  404;  on  taxation, 
405;  problems  of  Empire,  406. 

Bryce,  Lord,  opinion  of  New  Zealand 
Acts,  480. 

Budgets,  actual  and  standard,  118.  , 
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Budish,  G.  M.,  and  Soule,  G.,  quotation 
from  The  New  Unionism,  390. 

Bureau  of  Employment,  New  York 
State,  54,  57-  ,  ,  , 

Burgess,  W.  R.,  “Index  Numbers  for  the 
Wages  of  Common  Labor,”  122. 

Burritt,  A.  W.,  quotation  from  Profit 
Sharing,  536. 

Business  agent,  of  local  union,  292-94. 

Business  cycle,  32-38;  instability,  34-36; 
downward  swing  in,  36,  37;  period  of 
depression  in,  37,  38;  effect  of  on  labor, 
39-44;  consideration  of  standards  of 
living  affected  by,  128. 

Business  unions,  276,  390. 

Canadian  Conciliation  and  Labor  Act, 
T906,  485. 

Canadian  Industrial  Disputes  Investiga¬ 
tion  Act,  481-502;  compared  to  New 
Zealand  Act,  479;  background  of,  481, 
482;  procedure  under,  482-85 ;  not  com¬ 
pulsory  arbitration,  485;  reliance  of  on 
public  opinion,  486,  487;  administra¬ 
tive  interpretations  of,  487-90;  diffi¬ 
culties  and  objections  to,  490-94;  table 
showing  applications  for  boards  under, 
1907-1916,'  494;  results  achieved  by, 
494,  495;  attitude  of  labor  toward, 
495-99;  attitude  of  employers  toward, 
499;  summary  and  conclusions,  500- 
02. 

Capital,  skill  and  material  equipment 
as,  14;  in  relation  to  development,  of 
labor  movement,  228;  class  separation 
as  one  of  causes  of  system,  233;  pro¬ 
duct  of  progress,  235. 

Chenery,  W.  L.,  quotation  from  Indus¬ 
try  and  Human  Welfare,  5. 

Cheney,  E.  P.,  effect  of  factory  system 
on  workers,  363. 

Child  labor,  186;  Federal  Tax  Law,  187; 
occupations,  187,  188;  evils  of,  188, 
189;  legal  regulation  of,  189. 

Children,  occupations  of,  187,  188; 

women  and,  in  industry,  181-86.  See 
Women  and  children  in  industry. 

Civil  service,  for  officers  of  labor  ex¬ 
changes,  63. 

Clark,  V.  S.,  working  of  Canadian  Indus¬ 
trial  Disputes  Investigation  Act,  491, 
492- 

Class-consciousness,  among  free  labor¬ 
ers,  16. 

Class  separation,  232-34. 

Clayton  Act,  limitation  of  injunction  by, 
437- 

Climatic  conditions,  effect  on  unemploy¬ 
ment,  21. 

Closed  shop,  374-88;  necessary  to  en¬ 


force  union  discipline,  374;  a  protec¬ 
tion  to  standard  rate,  375;  enforce¬ 
ment  of  collective  bargaining  through, 
375;  defense  against  victimization, 
376;  increase  of  union  membership 
through,  377;  and  “  fellow-servant  doc¬ 
trine,”  378,  379;  economic  argument 
against,  379,  380;  trade-union  defense 
of,  381;  and  closed  union,  382,  385;  as 
benefit  to  employers,  383, 384;  effect  on 
non-union  labor,  385;  attitude  of  non¬ 
union  labor  toward,  386,  3S7;  and 
trade-unionism,  387,  388. 

Closed  union,  382;  confusion  with  closed 
shop,  385. 

Clothing  industry,  unemployment  rem¬ 
edies  in,  75-83;  effects  of  fashion,  79; 
seasonal  nature  of,  75;  difficulties  en¬ 
countered  in  attempt  to  prevent  un¬ 
employment,  77;  public  action  needed 
to  prevent  unemployment  in,  81. 

Coal  industry,  fluctuations,  in,  27-31; 
foundations  of  interstate  joint  confer¬ 
ence,  502. 

Coal-mine  accidents,  program  for  pre¬ 
vention  of,  196-208;  costs  of,  196, 
197;  fatality  rate  in  U.S.  and  Great 
Britain,  198;  practical  program  for 
prevention  of,  200-08. 

Cole,  G.  D.  H.,  organization  of  industry 
by  unions,  392;  workshop  as  basic 
unit  of  unionism,  572. 

Collective  bargaining,  326-34;  need  for, 
326-29;  necessity  for  defending,  329- 
32;  relation  of  standard  rate  to,  335, 
336;  effect  on  volume  of  production, 
354-67;  as  an  incentive  to  production, 
358—62;  example  of  increased  produc¬ 
tion  through,  361;  and  machine  pro¬ 
cesses,  362-64;  effect  on  industrial  in¬ 
terruptions,  364;  and  piecework,  364; 
administration  of  agreements  of,  366; 
enforcement  of  through  closed  shop, 
375;  need  for  legal  recognition  of  in 
U.S.,  435;  in  coal-mining  industry,  502, 
510-12. 

Colorado  law,  520. 

Combination  Acts,  repeal  of,  426. 

Commons,  J.  R.,  quotation  from  History 
of  Labor  in  the  United  States,  238. 

Commons  and  Andrews,  quotation  from 
Principles  of  Labor  Legislation,  54,  55, 
427,434. 

“  Company  unions,”  opposition  of  organ¬ 
ized  labor  to,  588.  See  also  Works 
councils. 

Compensation,  workmen’s,  208-11;  in 
the  U.S.,  211-20;  effects  of  laws,  213, 
214;  ideal  law,  214-20;  scale  of  under 
ideal  law,  214;  employments  to  be  in- 
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duded  under,  218;  injuries  to  be  in¬ 
cluded  under,  218;  other  remedies  than 
those  provided  by,  218;  payment  of 
awards,  218;  organization  of  accident 
board,  219;  settlement  of  claims,  219. 

Compensation  acts,  in  the  U.S.,  212. 

Competition,  working  of  in  determination 
of  wages,  99. 

“Compound”  unions,  274. 

Compulsion,  in  development  of  industrial 
peace,  446. 

Compulsory  arbitration,  in  New  Zealand, 
464-81. 

Compulsory  conciliation,  450. 

Compulsory  legislation,  lack  of  success 
°i,. 5  23- 

Conciliation,  ill  development  of  indus¬ 
trial  peace,  446;  definition  of  term,  448, 
449;  compulsory,  450;  and  arbitration 
in  Great  Britain,  4s  1-64;  First  Period, 
1896-1914,  452-58;  War  Period,  1914- 
1918,458-60;  early  form  of  in  New  Zea¬ 
land,  466;  Industrial  Conciliation  and 
Arbitration  Act  of  New  Zealand,  466- 
75;  New  Zealand  Councils  of,  468-71; 
and  Labor  Act,  1906,  of  Canada,  485; 
through  trade  agreement,  502-12;  en¬ 
couragement  of  good  feeling  through 
in  coal-mining  industry,  503;  and  ar¬ 
bitration  in  the  U.S.,  512-21;  state 
laws  concerning,  512,  513;  Federal 
Acts  dealing  with,  513-16;  mediation, 
and  arbitration,  summary  of  experi¬ 
ence  with,  521-29;  and  arbitration, 
contrast  between,  521,  522;  and  arbi¬ 
tration,  composition  of  boards  and 
courts  for,  524. 

Conciliation  Act,  1896,  452-57;  immedi¬ 
ate  cause  of,  453;  provisions  of,  453, 
454;  table  showing  number  of  cases 
dealt  with  under,  456. 

Conciliation  boards,  in  England,  function 
of,  455;  classification  of,  456;  in  New 
Zealand,  466. 

Conflict,  between  labor  and  law,  reasons 
for,  425;  use  of  injunction  in  cases  of 
industrial,  435,  436.  See  also  Dis¬ 
putes. 

Consumer,  appraisal  of  wage-earner  by, 
93- 

Contracting  evil,  in  clothmg  industry,  77. 

Contributory  negligence,  211. 

Control,  effect  of  Industrial  Revolution 
on,  15-17. 

Corn  Production  Act  of  1917,  151. 

Corporate  enterprise,  10-12. 

Cost  of  living,  what  is  meant  by,  1x7; 
decline  in  compared  to  decline  in 
wages,  1 2 1.  See  also  Standard  of  liv¬ 
ing. 
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Cost-of-living  index,  relation  of  money- 
wages  to,  109;  for  determination  of 
wage  rate,  100. 

Councils  of  Conciliation,  New  Zealand, 
468-71. 

Court  of  Arbitration,  New  Zealand,  467, 
471-75- 

“  Court  of  Assistants,”  233. 

Courts,  labor  and,  425-37;  industrial, 
composition  of,  524;  basis  of  attitude 
of  toward  strikes,  430,  431. 

Craft  unions,  federated,  period  of,  249-52; 
“compound,”  274;  amalgamated,  274; 
structure  and  government  of,  280-303; 
I.W.W.  view  of,  396,  397. 

Craftsmanship,  effect  of  Industrial  Revo¬ 
lution  on,  14,  15. 

Crisis,  degeneration  of  into  panic,  37; 
merging  of  prosperity'  into,  36;  of  1920, 
extent  of  unemployment  in,  44-46;  lack 
of  distress  in,  46;  measures  to  prevent 
unemployment  in,  46;  effects  of,  44-49. 

Custom,  effect  on  unemployment,  21. 

Damage  suits,  in  cases  of  secondary  boy¬ 
cotts,  432,  433. 

Day.  See  Work-day  and  eight-hour  day. 

Day,  E.  E.,  increase  in  production,  101. 

Deathrate,  infant,  and  earnings,  126. 

Demarcation  disputes,  443. 

Democracy  in  industry,  efficiency  com¬ 
pared  with  autocracy,  365. 

Democratic,  and  Republican  parties,  un¬ 
reliability  for  purposes  of  labor,  418. 

Dennison  Manufacturing  Company,  solu¬ 
tion  of  unemployment,  68;  profit-shar¬ 
ing  plan  of,  552. _ 

Denny,  William,  piecework,  342-46. 

Department  of  Labor,  creation  of,  516. 

Depression,  period  of  in  business  cycle,  37, 
38;  effect  of  on  labor,  43,  44. 

Direct  primary,  effect  of  on  formation  of 
American  labor  party,  413. 

Diseases,  occupational,  166,  167. 

Disputes,  social  cost  of,  441;  classifica¬ 
tion  of,  443,  444;  relation  of  mini¬ 
mum  wages  to,  444,  445;  organization 
for  settlement  of,  445,  447,  448;  stages 
in  development  of  settlement  of,  446, 
447;  Thetford  mine,  489;  state  laws 
dealing  with,  512,  513;  Federal  Acts 
dealing  with,  513-16;  necessity  for 
considering  public  in,  522;  need  for 
governmental  machinery  in  settlement 
of,  523.  See  also  Canadian  and  New 
Zealand  Industrial  Disputes  Investi¬ 
gation  Acts. 

Distributors,  absorption  of  increased  pro¬ 
duction  by,  105. 

|  District  union,  government  of,  294,  29  j 
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Division  of  labor,  effect  of  on  determina¬ 
tion  of  wages,  98. 

Docking,  trade-union  objection  to,  330, 
33i- 

Douglas,  P.  H.,  quotation  from,  407; 
“The  Trend  of  Strikes,”  421;  “Shop 
Committees,”  537. 

Downey,  E.  H.,  History  of  Work  Acci¬ 
dent  Indemnity  in  Iowa ,  192,  195. 

Downward  swing,  in  business  cycles,  36, 
37- 

“Drive  policy”  of  management,  break¬ 
down  of,  S33,  534. 

Earnings,  average  annual,  of  miners,  28; 
compared  to  money-  and  real  wages, 
42. 

“Economy  of  high  wages,”  113. 

Education,  for  laborer,  6,  7;  attitude  of 
A.  F.  of  L.  toward,  325. 

Efficiency,  conscientious  withdrawal  of, 
352,  353;  of  democracy  and  autocracy 
in  industry  compared,  365. 

Eight-Hour  Act,  Federal,  162,  163. 

Eight-hour  day,  definition  of,  158-66;  dif¬ 
ferent  meanings  of  term,  158;  straight, 
effects  of,  160;  shift,  159,  161;  basis,  a 
wage  policy,  16 1 ;  work-week  in  relation 
to,  164;  distinction  between  straight 
and  basic,  165,  166. 

“Eminent  outsider,”  451. 

Employee  representation,  example  of, 
573-82;  union  men  as  representatives 
in,  589-93;  refusal  of  union  men  to 
serve  in,  593-96;  as  anti-strike  weapon, 
596-98;  in  relation  to  trade  agree¬ 
ments,  598-600;  summary  of  experi¬ 
ence  with,  601-09;  general  results  of, 
601;  attitude  of  employers  toward,  601; 
chart  showing  character  of  representa¬ 
tives  in  Bethlehem  Steel  Corp.,  605. 

Employers,  labor  problem  from  view¬ 
point  of,  4;  not  compelled  to  hire  job¬ 
bers,  14;  and  employees,  weakening  of 
bond  between,  16;  associations,  employ¬ 
ment  bureaus  organized  by,  64;  A.  F. 
of  L.  and,  319-22;  difficulties  of  in¬ 
creasing  production,  356;  attitude  to¬ 
ward  closed  shop,  380;  how  closed 
shop  may  benefit,  383,  384;  attitude 
toward  works  councils,  601. 

Employment,  effect  of  Industrial  Revo¬ 
lution  on,  13  -4;  agencies,  50,  54,  55; 
{see  also  Labor  Exchange);  service, 
Federal,  54;  New  York  State  bureau 
of,  54)  575  bureau,  organized  by  em¬ 
ployers’  associations,  64. 

“Equal  pay  for  equal  work,”  183,  329- 
32.  See  also  Standard  rate. 

Erdman  Act,  514. 


Exchange,  labor.  See  Labor  exchange. 

Factory  system,  7-10. 

Farr  Alpasa  Company,  profit-sharing 
plan  of,  549- 

Fashion,  effects  of  in  clothing  industry, 
79- 

Fatality  rate,  in  coal  mines  in  U.S.  and 
Great  Britain,  198. 

Fatigue,  in  factory  work,  167-69;  in¬ 
creasing  danger  of,  169,  170;  specific 
poison  or  toxin  of,  171;  and  accident, 
172;  moral  effects  of,  173. 

Federal,  employment  agencies,  54,  55; 
Eight-Hour  Act,  162, 163;  Child  Labor 
Tax  Law,  187. 

Federation  of  Organized  Trades  and 
Labor  Unions,  251;  of  local  unions, 
284-89. 

“Fellow-servant”  rule,  210,  378,  379. 

Filene  plan,  of  profit-sharing,  548,  549. 

Fines,  trade-union  objection  to,  330,  331. 

Ford  Motor  Company,  profit-sharing 
plan  of,  555. 

Frankel  and  Dawson,  Workingmen’s  In¬ 
surance  in  Europe,  208. 

Frankfurter,  Felix,  and  Josephine  Gold- 
mark,  The  Case  for  the  Shorter  Work- 
Day,  166. 

“Free  employment  offices,”  65. 

“Free  enterprise,”  225. 

Gainful  occupations,  table  showing  num¬ 
ber  of  persons  having,  in  different  in¬ 
dustries,  1890-1920,  107. 

Garment  workers,  industrial  unions  of, 
253- 

General  public,  labor  problem  from  view¬ 
point  of,  4. 

Ghent  system,  of  unemployment  insur¬ 
ance,  84. 

Gilchrist,  R.  N.,  quotation  from  Concili¬ 
ation  and  Arbitration,  441,  451,  464, 
512,521. 

Gild  system,  industry  under,  231,  232. 

Gillett,  Lucy,  minimum  food  budget, 
124. 

Glocker,  T.  W.,  The  Government  of  Amer¬ 
ican  Trade  Unions,  280. 

Goldmark,  J.,  Frankfurter,  F.,  and  The 
Case  for  the  Shorter  Work-Day,  166. 

Gompers,  S.,  251;  quotation  from  The 
American  Labor  Movement,  303;  ex¬ 
cerpts  from  “Policies  of  the  A.  F.  of 
L.,”  315;  on  labor  legislation,  408. 

Great  Britain,  extent  of  trade-unionism 
in,  257-60;  program  of  Labor  Party  in, 
400-07;  legal  status  of  organized  labor 
in,  426-28;  conciliation  and  arbitra¬ 
tion  in,  451-64. 
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Group  conduct,  encouraged  by  factory 
environment,  16. 

Harris,  L.  I.,  cost  of  living,  123. 

Haynes,  F.  E.,  quotation  from  Social- 
Politics  in  the  United  States,  247,  248. 

Haynes,  J.  R.,  coal-mine  safety,  207. 

Henderson,  A.,  quotation  from  Aims  of 
Labor,  400. 

Hoover,  Herbert,  under-employment  in 
mining  industry,  29;  lack  of  produc¬ 
tion  in  Russia,  355. 

Hours,  of  labor,  problem  of,  153-58;  con¬ 
flict  of  interest  in  regulation  of,  153; 
laws,  for  child  workers,  154;  of  male 
workers,  limitation  of,  155;  attitude  of 
labor  toward,  156;  union  scale  of,  158; 
dangers  of  long,  166;  benefits  of  short, 
174;  economic  aspects  of  reducing,  177, 
178;  increased  productivity  with 
shorter,  178,  179;  wages  and  shorter, 
179, 180;  A.  F.  of  L.  policy  toward,  315. 

Hoxie,  R.  F.,  quotation  from  “Trade- 
Unionism  in  the  United  States  —  Gen¬ 
eral  Character  and  Types,”  267;  dif¬ 
ferent  types  of  unions,  390. 

Index,  of  real  wages,  1889-1919,  103;  of 
real  wages,  19x4-1922,  104;  of  wages, 
salary,  and  interest,  1889-1914,  105. 

Individual  contract,  trade-union  opposi¬ 
tion  to,  326. 

Industrial  accident,  the  machine  process 
and,  192-94;  extent  of,  192;  causes  of, 
193,  194;  incidence  of,  195,  196;  pro¬ 
gram  for  prevention  of  coal-mine  acci¬ 
dents,  196-208;  organization  of  acci¬ 
dent  board,  219;  reports  of,  220.  See 
also  Accident. 

Industrial  Conciliation  and  Arbitration 
Act  of  New  Zealand,  466-75;  penalty 
features  of,  472-75;  results  of,  475-78; 
tables  showing  results  of,  475,  476. 

Industrial  Council  Act,  1911,  458. 

Industrial  Courts  Act,  provisions  of,  463, 
464;  Whitley  Councils  and,  460. 

Industrial  Disputes  Investigation  Act  of 
Canada,  479,  481-502. 

Industrial  interruptions,  and  collective 
bargaining,  364. 

Industrial  peace,  organization  for,  445, 
446,  447,  448. 

Industrial  relations  policies,  modem 
viewpoint  in,  534;  classification  of,  535; 
contrast  with  trade-unionism,  535, 
536;  example  of  employee  representa¬ 
tion,  573-82;  a  comprehensive  pro¬ 
gram,  582-88;  Standard  Oil  program, 
582-84;  analysis  of  Standard  Oil  pro¬ 
gram,  584-88. 


Industrial  Revolution,  roots  C  later 
problem  found  in,  5;  principal  effects 
of,  13-17;  source  of  problem  of  labor  of 
women  and  children,  181,  182;  system 
of  capitalization  result  of,  231. 

Industrial  union,  252;  as  structural  type 
of  labor  organization,  273;  I.W.W. 
view  of,  395;  attitude  of  Amalgamated 
Clothing  Workers  toward,  398. 

Industrial  war,  social  cost  of,  441. 

Industrial  Workers  of  the  World,  252, 
253,  254.;  a  type  of  revolutionary 
unionism,  391;  decline  of,  392;  social 
philosophy  of,  394-97;  affected  by 
ante-syndicalism  laws,  429. 

Industry,  regularization  of,  83;  women 
and  children  in,  181-86;  evolution  of, 
231;  worker’s  share  in  control  of,  357; 
democratic  control  of  advocated  by 
British  Labor  Party,  404;  application 
of  theory  of  force  to,  442;  increase  of 
strikes  in  relation  to  expansion  of,  422, 
423-  . 

Injunction,  use  of  in  trade  disputes,  435, 
436;  role  of  motive  in  issuance  of,  436; 
limitation  of  by  Clayton  Act,  437;  re¬ 
action  against,  437. 

Injuries,  to  be  included  under  ideal  com¬ 
pensation  law,  218. 

Insurance,  unemployment,  83-90. 

International  Federation  of  Trade 
Unions,  260,  264,  265. 

Instability  in  business,  causes  of,  34-36. 

Interstate  joint  conference,  in  coal  indus¬ 
try,  foundations  of,  502;  basic  princi¬ 
ples  of,  504;  working  of,  505;  or¬ 
ganization  and  rules  of,  505,  506; 
order  of  business,  506-10;  results  of, 
510-12. 

Job,  focal  point  of  economic  activity  for 
worker,  18. 

Kansas  Court  of  Industrial  Relations, 
5i7-i9- 

Kennedy,  D.  R.,  purposes  of  shop  com¬ 
mittee  movement,  560. 

King,  W.  L.  MacK.,  federation  of  shop 
committees,  567;  settlement  of  1906 
coal  mine  strike  of  Alberta,  482;  pen¬ 
alty  features  of  Canadian  Indus tiial 
Disputes  Investigation  Act,  488. 

Knights  of  Labor,  formation  of,  246-49. 

Knights  of  St.  Crispin.  7. 

Labor,  effect  of  business  cycle  on,  39-44; 
wage  theory  of,  111;  problem  of  hours 
of,  153-58;  treated  as  commodity,  417, 
418;  reasons  for  conflict  of  with  law, 
425;  and  the  courts,  425—37;  “right” 
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of  organization,  503;  Department  of, 
creation  of,  516. 

Labor  exchange,  50-56;  function  of,  50, 
51;  evils  of  private,  51,  52;  regulations 
ot  private,  52,  53;  public,  53-55;  Fed¬ 
eral,  54-56;  improvement  of  public, 
55,  56;  example  of,  at  work,  56-65; 
New  York,  56;  correct  principles  of, 
62;  opposition  to  public,  64;  public 
works  to  cooperate  with,  67. 

Labor  mobility,  effect  on  unions,  285. 

Labor  movement,  background  of,  223- 
27;  natural  causes  of,  224,  225;  lack  of 
uniformity  in  types  of,  225;  common 
basis  of,  225,  226;  clash  with  principle 
of  individualism,  226,  227;  origin  of, 
227-35;  wage  system  in  relation  to  de¬ 
velopment  of,  228;  capital  in  relation 
to  development  of,  228;  development 
of  in  U.S.,  235-54;  Workingmen’s 
Party,  237,  238;  first  entrance  into 
politics,  238-41;  effect  of  Civil  War  on, 
241;  recent  radical  tendencies  in,  252- 
54.  See  also  Organized  labor  and 
Trade-Unionism. 

Labor  party,  attempt  to  form,  254;  A.  F. 
of  L.  opposition  to,  323;  reasons  for  ab¬ 
sence  of  in  U.S.,  407-15;  comparison 
between  British  and  American  situa¬ 
tion,  407-1 1 ;  economic  influences  pre¬ 
venting  development  of  in  U.S.,  407- 
10;  influence  of  political  structure  on 
formation  of  in  U.S.,  410-15;  prospects 
for  in  U.S.,  415-20;  need  for  inde¬ 
pendent,  419,  420. 

Labor  reserve,  23-27;  cause  of,  23-26;  de¬ 
termination  of  size  of,  24,  25;  three 
elements  in,  26;  effects  of,  26,  27. 

Labor  turnover,  works  councils  and,  607. 

Law,  reasons  for  conflict  of  labor  with, 

425- 

“Laying  down”  process,  losses  through, 
82. 

Leiserson,  W.  M.,  quotation  from  “The 
Movement  for  Public  Labor  Ex¬ 
changes,”  62;  quotation  from  “Col¬ 
lective  Bargaining  and  Its  Effect  on 
Production,”  354. 

Leisure,  importance  of,  175;  political  as¬ 
pects  of,  175-77. 

Lemieux  Act,  of  Canada,  517,  522. 

Lever  Brothers,  profit-sharing  plan  of, 
55?- 

Lewis,  J.  L.,  remedy  for  unemployment 
in  coal  industry,  31. 

Liquidation,  following  prosperity,  36. 

Living,  cost  of,  what  is  meant  by,  117; 
standard  of  ( see  Standard  of  living). 

Living  wage,  living  on  less  than,  125;  as  a 
part  of  mores,  127. 


Local  union,  280,  281;  division  of,  281- 
84;  benefits  of  federation  of,  284-89; 
effect  of  mobility  of  labor  on,  285-87; 
need  of  uniformity,  287;  government 
of,  290-94;  business  agent  of,  202-94; 
national  convention  of,  295-98. 

Lockout,  defined  by  New  Zealand  legis¬ 
lation,  473. 

“Lump  of  labor  theory,”  156. 

Machinery,  rate  of  production  deter¬ 
mined  by  speed  of,  9,  10;  destruction 
of  craftsmanship  by,  14, 15;  and  indus¬ 
trial  accident,  192-94;  collective  bar¬ 
gaining  and,  362-64;  union  attitude 
toward,  367-74;  causes  of  present  op¬ 
position  to,  370;  example  of  opposition 
to,  370;  piecework  clue  to  overcoming 
opposition  to,  372. 

Madden,  “Skinny,”  280. 

Management,  workers  excluded  from 
contact  with,  17;  participation  in  es¬ 
sential  to  production,  356,  357; 

break  down  of  “drive  policy”  of,  533, 
534- 

Manufacturers,  rise  of  in  North,  6. 

Marginal  productivity  theory,  of  wages, 
91,  92;  applied  to  independent  worker, 
92;  applied  to  wage-earner,  92;  factor 
complicating,  93;  applied  to  wages,  95; 
practical  working  of,  95,  96;  effect  of 
law  of  on  labor,  96,  97;  a  statement  of 
upper  limit  of  wage  rate,  98,  99;  bear¬ 
ing  of  facts  on  theory  of,  108;  standard 
of  living  theory  and,  112;  relation  of 
'birthrate  to,  114;  relation  of  wage  dis¬ 
crimination  against  women  to,  185. 

Market  price,  in  relation  to  money  wages, 
93~95- 

McCrea,  R.  C.,  unemployment  insur¬ 
ance,  85. 

McKay,  sole-sewing  machine,  7. 

Mechanics’  Union  of  Trade  Associations, 
237-  , 

Mediation,  definition  of  term,  449;  value 
of,  451;  conciliation,  and  arbitration, 
summary  of  experience  with,  521-29. 

Mills,  F.  C.,  quotation  from  Unemploy¬ 
ment,  23. 

Miners,  under-employment  of,  27-30; 
average  annual  earnings  of,  28. 

Minimum-comfort  wage,  117. 

Minimum-subsistence  wage,  1x7. 

Minimum  wage,  theory  of,  128-43;  not 
maximum  wage,  128;  efficiency  of 
labor  increased  by,  129;  stimulus  to 
management,  133;  effect  on  parasitic 
trades,  136, 139;  an  attack  on,  143-47; 
in  operation,  147-52;  expansic  \  in  leg¬ 
islation  for  since  19x2,  150;  legal  diffi- 
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culties  of  in  U.S.,  151,  152;  A.  F.  of  L. 
policy  toward,  317;  relation  to  indus¬ 
trial  disputes,  444,  445 ;  in  New  Zea¬ 
land,  465. 

Mitchell,  J.,  quotation  from  Organized 

\  Labor,  326. 

Mitchell,  W.  C.,  quotation  hom  Business 
Cycles,  32. 

Mobility,  of  labor,  40,  50,  51,  285-87. 

“Molly  Maguires,”  245. 

Mote,  C.  H.,  public  opinion  futile  to 
avert  strike,  491. 

Murray,  G.  W.,  attitude  toward  Cana¬ 
dian  Industrial  Disputes  Investiga¬ 
tion  Act,  490. 

National  convention,  of  local  unions, 
295-98-. 

National  income,  relation  to  wage  rate, 
100-02,  no;  table  showing  distribu¬ 
tion  of  among  industries,  1889-1918, 
107. 

National  Labor  Union,  244,  245,  298- 
3°3- 

National  minimum,  of  British  Labor 
Party,  403. 

National  parties,  effect  of  on  formation 
of  American  labor  party,  41 1. 

National  prosperity,  and  wage  rate,  100- 
10. 

Naval  Appropriation  Act,  162. 

Negro,  cause  of  local  union  division, 
282. 

Nelson,  N.  O.,  Why  1  Share  My  Profits, 
544- 

Nervous  disorders,  due  to  overfatigue, 
168. 

New  Unionism,  253,  393-98. 

New  York  Labor  Exchange,  56. 

New  Zealand,  compulsory  arbitration  in, 
464-81;  Acts,  Lord  Bryce’s  opinion  of, 
480. 

Newlands  Act,  515. 

Non-union  labor,  effect  of  closed  shop  on, 
385;  attitude  of  toward  closed  shop, 

386,  387- 

“Normal”  balance,  of  wages  and  prices, 
109. 

Occupational  diseases,  166. 

Occupations,  of  children,  187,  188;  of 
women,  190. 

Ogburn,  W.  F.,  quotation  from  “The 
Standard  of  Living  Factor  in  Wages,” 
116. 

“Open-Port  Act,”  of  Texas,  520. 

Open  shop,  argument  for,  374;  move¬ 
ment  for  in  1901,  382. 

“Organizable”  workers  in  1920,  256. 

Organized  labor,  backbone  of  composed 


of  craftsmen,  8;  attitude  of  toward 
hours  of  labor,  156:  growth  of  corre¬ 
sponds  with  business  prosperity,  242; 
present  strength  of  in  U.S.,  255-57; 
present  situation  in  Great  Britain,  257- 
bo;  structural  types  of  unions,  272; 
compound  forms  of,  274;  functional 
types  of,  275-80;  business  unions,  276; 
uplift  unions,  277;  revolutionary 
unions,  278;  predatory  unions,  279; 
attitude  toward  machinery,  367-74; 
causes  of  present  opposition  to  machin¬ 
ery)  37°;  legal  status  of  in  England, 
426;  legal  status  of  in  U.S.,  428,  429; 
only  means  of  protection  for  worker, 
566,  567;  opposition  to  “company 
unions,”  588;  attitude  toward  works 
erouncils,  588-600.  See  also  Labor 
movement  and  Trade-unionism. 

Output,  restriction  of,  346-53;  works 
councils  and,  607. 

Overfatigue,  167-70. 

“Overhead”  trades,  absorption  of  in¬ 
creased  production  by,  105. 

Overtime,  in  relation  to  basic  eight-hour 
day,  159,  161,  162,  163. 

Panic,  degeneration  of  crisis  into,  37. 

Parasitic  trades,  effect  of  minimum  wage 
on,  156. 

Partisanship,  denser  of  in  industrial  leg¬ 
islation,  525. 

Peace,  industrial,  no  single  system  for, 
526,  527;  political  factors  to  be  con¬ 
sidered  in  organizations  for,  527;  eco¬ 
nomic  and  geographical  factors  to  be 
considered,  528. 

Pensions,  A.  F.  of  L.  attitude  toward, 
322. 

Picket,  legality  of,  433,  444-. 

Piecework  system,  trade-union  objection 
to,  331;  and  standard  rate,  336-39; 
occasions  for  favoring,  339-41;  occa¬ 
sions  for  opposing,  341-46;  and  col¬ 
lective  bargaining,  364;  and  labor’s  at¬ 
titude  toward  machinery,  372. 

Plant  efficiency,  83. 

Plumb  plan,  392. 

Political  action,  causes  for  adoption  of 
by  trade  unions,  389,  390. 

Political  opportunity,  for  laborer,  6,  7. 

Political  policy,  of  A.  F.  of  L.,  398- 

4°°. 

Political  reforms,  advocated  by  British 
Labor  Party,  404. 

Politics,  increasing  importance  of  to 
wage-earner,  416. 

Population,  increase  in  compared  to  pro¬ 
duction,  101. 

Predatory  unions,  279,  391. 
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Presidential  government,  effect  of  on 
formation  of  American  labor  party, 
411- 

Prices,  increase  in  with  expansion  of 
business,  33;  limitation  of  supply  and 
increase  in,  349-51. 

Private  labor  exchange,  50.  See  Labor 
exchange. 

Production,  and  wage  rate,  100;  increase 
in,  101;  trend  of  wages  compared  to, 
103;  increase  in  absorbed  by  agricul¬ 
turalists,  106;  and  wages,  relation  be¬ 
tween,  108;  real  wages  should  increase 
with,  no;  increase  in  caused  by  rising 
standard  of  living,  113;  effect  of  col¬ 
lective  bargaining  on  volume  of,  354- 
67;  worker’s  attitude  toward  greater, 
354-56;  participation  in  management 
essential  to,  356,  357;  collective  bar¬ 
gaining  as  an  incentive  to,  358-62;  de¬ 
vices  aimed  to  increase,  359;  example 
of  increase  in  through  collective  bar¬ 
gaining,  361;  loss  in  due  to  strikes,  424, 
425;  workingman’s  lack  of  interest  in, 

533-  .  .  , 

Profit  sharing,  fundamental  principles  of, 
536-44;  what  it  is,  536;  defined  by 
British  Board  of  Trade,  536;  types  of, 
537;  pseudo-profit-sharing  plans,  537, 
538;  payment  of  market  wages  essen¬ 
tial  to  success  of,  539,  540;  market 
wages  not  necessary  for  managerial 
employees,  540,  541;  substantial  pay¬ 
ments  essential  to  success  of,  541,  542; 
need  for  definite  plan  of,  542,  543;  plan 
of  must  vary  with  purpose,  543,  544; 
“Why  I  Share  My  Profits,”  from  Sys¬ 
tem,  544-48;  examples  of,  548-56;  in 
small  businesses,  555. 

Progress,  test  of,  234,  235;  capitalism 
product  of,  235. 

Property,  legal  concept  of,  436. 

Prosperity,  factors  causing  decline  in, 
34-36;  merging  of  into  crisis,  36. 

Public  interest,  must  be  considered  in  in¬ 
dustrial  disputes,  522. 

Public  opinion,  reliance  of  Canadian  In¬ 
dustrial  Disputes  Investigation  Act 
on,  486. 

Public  works,  to  relieve  unemployment, 
66-68;  essentials  to  success,  66;  policy 
of  British  Labor  Party,  67. 

Quasi-industrial  federation,  275. 

Railroad  Labor  Board,  516,  517. 

Real  wages,  decline  of  with  rising  prices, 
39- 

“Recognition”  of  trade  union,  meaning 
of,  333- 


Recreation,  must  be  had  out  of  working 
hours,  9,  10. 

Reeves,  Pember,  467,  477,  523. 

Regional  wages,  118. 

Regularization,  of  industry,  83. 

Rehabilitation,  in  industrial  accident, 
220. 

Republican,  and  Democratic  party,  un¬ 
reliability  of  for  purposes  of  labor,  418. 

Restriction  of  output.  See  Output. 

Revolutionary  unions,  278,  391. 

Risk,  principle  of  assumption  of ,  209,  21 1. 

Rountree,  B.  S.,  quotation  from  “Un¬ 
employment  and  its  Alleviation,”  87. 

Safety,  indifference  to  in  U.S.,  197,  198. 

“Satellite”  towns,  n,  12. 

Seasonal  unemployment,  extent  of,  20, 
21;  causes  and  consequences  of,  21-23; 
in  coal  industry,  27-31;  efforts  of  Den¬ 
nison  Manufacturing  Company  to 
prevent  and  relieve,  68-75;  losses 
through,  82;  limitation  of  hours  to 
remedy,  157. 

Serfdom,  230. 

Sherman  Anti-Trust  Law,  triple  dam¬ 
ages  under,  433. 

Shop  committees,  development  of,  557— 
73;  extent  of  system  of,  557;  contrasted 
with  trade-unionism,  557,  558;  con¬ 
trasted  with  Whitley  Councils,  457;  as 
anti-union  weapon,  559,  560;  practi¬ 
cal  defects  of,  560-63;  compared  to 
unions  in  protection  of  labor,  563-66; 
federation  of,  567,  568;  true  functions 
of,  568-73;  not  to  be  substituted  for 
union,  568;  example  of  workings  of, 
573-82;  in  relation  to  trade  agree¬ 
ments,  598-600. 

Shortage  of  labor,  59. 

Slavery,  5,  230. 

Social  aims,  of  trade  unions,  origin  of, 
389,  390;  of  new  unionism,  393-98. 

Social  philosophy,  of  I.W.W.,  394-97;  of 
Amalgamated  Clothing  Workers,  397, 
398- 

Social  reforms,  advocated  by  British 
Labor  Party,  404. 

Social  Revolution,  5-7. 

Soule,  Geo.,  quotation  from  “The  Pro¬ 
ductivity  Factor  in  Wage  Determina¬ 
tions,”  100;  Budish,  G.  M.,  and,  quo¬ 
tation  from  The  New  Unionism,  390. 

Specialization,  pleasure  in  work  destroyed 
by,  9. 

Standard  of  living,  and  wage  rate,  m- 
16;  marginal  productivity  may  be  de¬ 
termined  by,  11 2;  theory  of  must  har¬ 
monize  with  marginal  productivity 
theory,  112;  may  affect  bargaining 
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power,  112;  increase  in  productivity 
caused  by  rising,  113;  long-run  influ¬ 
ence  of,.  1 14;  American,  116-28;  diffi¬ 
culties  in  application  of,  116;  recent 
applications  of,  116;  family  of  five  as 
basis  of,  119,  i2o;fallin  since  1920, 122. 

Standard  Oil,  program  of  industrial  re¬ 
lations  policy,  582-84;  analysis  of  pro¬ 
gram  of  industrial  relations,  584-88; 
joint  conference,  585;  benefit  features^. 
587;  copartnership,  587. 

Standard  rate,  necessity  for  maintaining, 
329-32;  explanation  of,  334-46;  a 
minimum  not  a  maximum  wage,  334, 
335;  relation  of  to  collective  bargain¬ 
ing,  335,  336;  piecework  rates,  336-39; 
opportunities  for  earnings  in  excess  of, 
337)  338;  protection  of  by  closed  shop, 
375.  See  also  Equal  pay  for  equal 
work. 

Stewart,  W.  W.,  increase  in  production, 
101. 

Stockton,  F.  T.,  quotation  from  The 
Closed  Shop  in  American  Trade  Unions, 
374- 

Stone,  N.  I.,  quotation  from  “Continu¬ 
ity  of  Production  in  the  Clothing  In¬ 
dustry,”  75. 

Strike,  breaking  of,  by  private  labor 
exchanges,  52;  used  by  opponents  of 
political  action,  418;  problem  of,  421- 
25;  trend  of,  421,  422;  tables  showing 
development  of  in  U.S.,  1881-1921, 
421,  422;  increase  of  in  relation  to  ex¬ 
pansion  of  industry,  422,  423;  social 
loss  caused  by,  423,  424;  table  showing 
average  duration  of,  1881-1921,  424; 
loss  in  production  due  to,  424,  425; 
chart  showing  total  number  of  days’ 
labor  lost  in,  1881-1921,  424;  legal 
definition  of,  429,  430;  basis  of  courts’ 
attitude  toward,  430,  431;  application 
of  theory  of  force  to  industry,  442; 
defined  by  New  Zealand  legislation, 
472,  473;  penalties  provided  for  by 
Canadian  Industrial  Disputes  Inves¬ 
tigation  Act,  487-90;  deplored  by 
organized  labor,  503;  movement  to¬ 
ward  outlawing  in  U.S.,  520,  521. 

Suffem,  A.  E.,  quotation  from  Concilia¬ 
tion  and  Arbitration  in  the  Coal  Indus¬ 
try  in  the  United  Stales,  502. 

Sumner,  Adams  and,  quotation  from 
Labor  Problems,  227. 

Supply,  limitation  of  and  increased  price, 
349-5I- 

Supreme  Court,  effect  of  on  formation  of 
American  labor  party,  412. 

Sweated  trades,  effect  of  minimum  wage 
on,  139. 


Syndicalism,  428. 

Tarbell,  Ida,  unemployment  insurance, 
87-. 

Taxation,  policy  of  British  Labor  Party, 
405- 

Taylor,  Cooke,  early  regulation  of  indus¬ 
try,  233. 

Temperance,  and  short  hours,  174. 

Thetford  mines  dispute,  489. 

Third  International,  265,  266. 

Third  Party,  single-member  district 
obstacle  to  development  of,  414. 

Trade  agreement,  conciliation  through, 
502-12;  shop  committees  in  relation 
to,  598-600. 

Trade  Boards  Act,  1909,  457,  458. 

Trade  Disputes  Act,  provisions  of,  427, 
428. 

Trade-unionism,  beginnings  of,  236;  sec¬ 
ond  attempt  at  amalgamation,  243-49; 
relative  strength  of  in  1920,  256;  a 
minority  movement  in  U.S.,  257;  pre¬ 
sent  extent  of  in  Great  Britain,  257-60; 
international  survey  of,  260-66;  mem¬ 
bership  in  thirty  countries,  261-64; 
conflicting  concepts  of,  267,  268;  no 
uniform  type  of,  268-72;  complex  na¬ 
ture  of  problem  of,  271;  prohibition  of 
individual  contracts  basis  of,  326,  327; 
attitude  toward  increased  production, 
360;  attitude  toward  machinery,  367- 
74;  closed  shop  and,  387,  388;  con¬ 
trasted  with  industrial  relations  poli¬ 
cies,  535,  536;  shop  committee  system 
contrasted  with,  557,  558;  workshop 
as  basic  unit  of,  572;  works  councils  in 
relation  to,  608,  609.  See  also  Organ¬ 
ized  labor. 

Trade  unions,  overcoming  sub-contract¬ 
ing  evils  through,  78;  unemployment 
insurance  of,  83,  84;  early  combina¬ 
tions,  239;  national  organization  of, 
240-43;  by  states  in  1863  and  1864, 
243;  International  Federation  of,  264, 
265;  types  of,  267-80;  conventions  '•f. 
295-98;  necessity  for  defending  equal 
pay  for  equal  work,  329-32;  objec¬ 
tions  to  fines  or  docking,  330,  331;  ob¬ 
jection  to  piece  system,  331;  “recogni¬ 
tion”  of,  333;  theory  of  vested  rights, 
351;  membership  of  increased  through 
closed  shop,  377;  causes  of  adoption  of 
social  and  political  aims,  389. 

Trades-Union  Congress,  257,  258. 

Transportation  Act,  1920,  516,  517. 

Under-employment,  26;  of  miners,  27- 
30. 

.  Unemployable,  19;  how  to  handle,  14a. 
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Unemployment,  social  significance  of, 
18-20;  two  major  causes  of,  19;  due  to 
technical  changes  in  industry,  19;  na¬ 
ture  of,  19,  20;  extent  of  seasonal,  20, 
21;  causes  and  consequences  of  sea¬ 
sonal,  21-23;  chronic  distress  from,  24; 
in  first  phase  of  business  cycle,  42;  it 
times  of  depression,  43;  extent  of  in 
crisis  of  1920,  44-46;  measures  to  pre¬ 
vent  in  crisis  of  1920,  46-49;  public 
works  to  relieve,  66-68;  employer’s  so¬ 
lution  of,  68-75;  measures  of  Dennison 
Manufacturing  Company  for  preven¬ 
tion  of,  68;  measures  for  relief  of,  71; 
remedies  for  in  clothing  industry,  75- 
83;  through  fluctuation,  82;  compared 
to  war,  83;  limitation  of  hours  a  solu¬ 
tion  for,  156. 

Unemployment  Fund,  72. 

Unemployment  insurance,  83-90;  advo¬ 
cated  for  clothing  industries,  81;  pro¬ 
vided  by  trade  unions,  83,  84;  Ghent 
system,  84;  English  method  of  admin¬ 
istering,  84,  85;  prospects  for  in  U.S., 
85-87;  a  plea  for,  87-90;  a  practical 
scheme  for,  88,  89;  a  successful  experi¬ 
ment  in,  89,  90. 

Unionism,  the  new,  390-93;  social  aims 
of  new,  393-98;  at  first  illegal  in  Eng¬ 
land,  426;  legalized  in  England  in  1824, 
426;  always  legal  in  U.S.,  428;  con¬ 
flict  of  laws  concerning,  429.  See  also 
Trade  unionism  and  Organized  labor. 

Unions,  functional  types  of,  390,  391; 
modern  contrast  of  types  of,  391-93; 
better  protection  for  labor  than  shop 
committees,  563-66;  shop  committees 
not  substitute  for,  568.  See  also 
Trade-unions,  Craft  unions,  and  Organ¬ 
ized  labor. 

United  States,  workmen’s  compensation 
laws  in,  211-20;  development  of  labor 
movement  in,  235-54;  present  strength 
of  organized  labor  in,  255-57;  why 
there  is  no  labor  party  in,  407-15;  pro¬ 
spects  for  labor  party  in,  415-20;  devel¬ 
opment  of  strikes  in,  tables  showing, 
421,  422,  424;  legal  status  of  organized 
labor  in,  428-37;  conciliation  and  ar¬ 
bitration  in,  512-21. 

Uplift  unions,  277,  390. 

Upward  swing,  effect  of  on  labor,  39; 
compensating  factors  in,  41-43. 

Valentine,  R.  G.,  unemployment  insur¬ 
ance,  85. 

Vested  rights,  trade-union  theory  of, 
351- 

Victimization,  dosed  shop  defense 
against,  376. 


Wage  discrimination,  against  women, 
184. 

Wage-earner,  problems  of  propertyless, 
3,  4;  condition  of  before  Industrial 
Revolution,  5;  position  of  modem,  12- 
17;  as  seller  of  commodity,  40;  mar¬ 
ginal  productivity  theory  applied  to, 
92;  appraisal  of  by  consumer,  93;  ef¬ 
fect  of  law  of  diminishing  marginal 
productivity  on,  96,  97;  manufac¬ 
turing,  four  periods  experienced  by, 
1870-1922,  107,  108;  present  relation 
to  politics,  416. 

Wage-rates,  relation  to  labor  reserve,  26, 
27;  national  prosperity  and,  100-10; 
relation  of  productivity  to,  100;  cost- 
of-living  index  for  determining,  100; 
effect  of  increases  on  different  groups, 
100,  109;  relation  of  national  income 
to,  100;  national  productivity  as  guide 
to,  no;  standard  of  living  and,  m- 
16;  union,  and  hours  of  labor,  158. 

“Wage-slavery,”  15. 

Wage  system,  in  relation  to  labor  move¬ 
ment,  228;  evolution  of,  230-32. 

Wage  theory,  of  labor,  111. 

Wages,  economic  law  of,  91-99;  marginal 
productivity  theory  of,  91,  92,  95; 
market  price  in  relation  to,  93-95;  as 
species  of  cost,  93;  economic  law  of 
stated,  97,  98;  effect  of  bargaining  on 
law  of,  98,  99;  sphere  of  bargaining  as 
related  to,  99;  trend  of  real,  102;  index 
of  real,  1889-1919,  103;  index' of  real. 
1914-1922, 104;  bearing  of  facts  on  the¬ 
ories.  of,  108-10;  and  productivity 
relation  between,  108;  real,  should  in¬ 
crease  with  production,  no;  regional. 
118;  and  shorter  hours,  179,  180;  bear¬ 
ing  of  discrimination  against  women  on 
theory  of,  185;  of  women,  190;  living 
(see  Living  wage) ;  minimum  ( see  Mini¬ 
mum  wage). 

Waiting  period,  in  workmen’s  compensa¬ 
tion,  213,  215. 

War  Period,  of  conciliation  and  arbi¬ 
tration  in  Great  Britain,  458-60. 

Webb,  Sidney,  quotation  from  “The 
Economic  Theory  of  a  Legal  Minimum 
Wage,”  128,  147;  and  Beatrice,  quota¬ 
tion  from  Industrial  Democracy,  334; 

367- 

Whitley  Councils,  machinery  of,  460- 
62;  and  Industrial  Court  Act,  460; 
progress  of  system  of,  462,  463;  demo¬ 
cratic  methods  of,  522;  shop  com¬ 
mittees  contrasted  with,  557. 

Women,  wage  discrimination  against, 
184;  occupations  of,  190;  wages  of,  190; 
separate  ’anion  organization  of,  281. 
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Women  and  children  in  industry,  181-86; 
a  modern  problem,  18 1,  182;  attitude 
of  labor  toward,  182,  183;  position  of 
in  the  U.S.,  186-91. 

Work-day,  case  for  shorter,  166-80; 
union’s  necessity  for  maintaining 
standard,  331. 

Workingmen’s  Party,  237. 

Workmen’s  compensation,  under  com¬ 
mon  law,  208-11;  in  the  U.S.,  211-20; 
changing  viewpoints  regarding,  21 1; 
acts  in  the  U.S.,  212;  effects  of  laws, 
213,  214;  ideal  law,  214-20;  scale  of 
under  ideal  law,  214;  employments  to 
be  included  under,  218;  injuries  to  be 
included  under,  218;  other  remedies 
than  those  provided  by,  218;  pay¬ 
ment  of  awards,  218;  organization  of 


accident  board,  219;  settlement  of 
claims,  219. 

Work-week,  in  relation  to  eight-hour  day, 
164,  165. 

Works  councils,  attitude  of  organized 
labor  toward,  588-600;  union  men  as 
representatives  of,  589-93;  refusal  of 
union  men  to  serve  as  representatives 
on,  593-96;  as  anti-strike  weapon, 
596-98;  difficulty  of  getting  informa¬ 
tion  on,  600;  attitude  of  employers  to¬ 
ward,  601 ;  character  of  representatives 
chosen  for,  603;  attitude  of  workers 
toward,  605;  and  labor  difficulties,  606, 
607;  and  labor  turnover,  607;  and  out¬ 
put,  607;  in  relation  to  trade-unionism, 
60S,  609. 
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